f \ 

Approved For Release 2003/05/27 : CIA-RDP86B00269R6O0500b50064-1 

BBERSTiOjT Cqr!lTTEE m?OKS 
mm OF REC<aJMESDATIO?35 


INT>2JJQE«0E 

Gantral Intelll^noe Aj^enoy 
Biitictor 

Appolnlanent of cotipotent civilian aa Director 


ia preferable but railitary aam should not 
bo disqualified t**(*««««*«*«f *•••»»••••••*•«•*•«• IX U3 

Director must have continuity of tenure II 38? II U3 

Inclusion of Director in aeisbership of 
Joint Intellicance Cojamittee of Joint 


Chiefs of Staff should be considered •••••t******* H 


Evaluation Board should be established by CIA 
at hish level, consisting of small groiq> 
of hi^ly capable people, freed from . 

administrttivo respcnaibilities 36, II h9 

Feasibility of shifting large part of State 
Department* s intelligence section to 
Central Intelligence Agency should be 
studied ••«.*tt»«***«t«*«««**««*****«f *••••*«••*•« II 50 

Internal structure and external relations of 

CIA must be improved 36, II II 53 

Bartdclpation by CIA in planning and operations 

of Chiefs of Staff Is re(»mn»nded «•••••••••••••■• II 52 

Kelatlonship of CIA to other agencies 
Closer working relationships should be 
established between the sections of CIA 


responsible for the preparation of ostinmtes 
and the National Security Council staff 
and the Joint Intelligence Group of the 


Joint Staff II 53 

national Security Council should give more 
attention to relationships of CIA to 

other intellii^nco agencies •••••*•••«■••••••••••• II 60 


Proposed revision of espionage laws should be 
carefully ex^dned by Congzviss II 59, HI 2ii9 

lagsrovament of other intelligence agencies should 
, . attention of TSationiS iieQia^^^ Co\incll ••••• II 60 


Joint IJBtolllr^ence Coraaitteo of Joint Chiefs of 

Inclusion of Director of Central Inbolligonce 
Agency in nembershtp of Joint Intelligence 
Ccmcnlttee is desirable II 52 
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Military Scrricaa 

Jmteiiigene® Corps or attractive intelligence 

careers should be provided by the services 132» Hilt* H UO 

Intelligence oatlaatea of services must be 
Ijoproved H l^O 

Be-exainlnatlon of Intelligence systoBBi should be 

uadortakon two or three years hence H i|0 

Scientific intelligence Including msdloal intelliconce 

FaciUtlea for evaluation wid oolleetion 
should be ia^yrovod «•»*§ H 56 

Research and I^velopaent Board and CIA should give 
consideration to establishing a scientific and 
medical intelligence unit •t*************^**# t 13li 

UrCERMAL SECBRITf 

One oantoal agency should foraailate policies for 

Salon’s inteiml security 21, I 46 , III 247* 

^ in 248 

Fropoaed re-^ston of the Espionage Aot> now in 
©i* ihie §ui> 8 nu the Surf, jsi, should 
be given a thorou^ study by all interested 
agencies and by Congress before enactnent to 

avoid endangering fundamental liberties HI 248 

ViasTOus attention should bo given to Internal ' 

^c'urlty 4y 'National Security Co\«Jcil 21, 168 
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Report l>9r the CoBmiesioa on 
TH8 NAflONAL SROUBlfT OR&AMI2AflOR RS/P<-7 

(Tolome I) ntaBTTIhii 
aiMMART oy MAJOR RROOMHEHDATIORS 

m. TRiUiWORK ASD CO(3iI)IMTZON fEROOSHOO? TEX mflORAL SACUaiTT 

ORaAHZZATZOR SHOULD BE ZMPB07ED 

(d) that Tlgoroue efforts he oade to lq;>rove the InteraBl 
Btroctore of the Central Zutelligenoe Agency and the quality of Its 
product » eepecially in the fields of acientifio and sedieal intelli- 
gence; that there he eatahliehed within the agency at the top echelon 
an evaluation hoard or section eonposed of coi^etent and eaperienoed 
personnel who would hare no adainistratire responslhllities ai^ tdiose 
duties would he confined solely to intelligence enauation; and that 
positive efforts ha «ade to foster relations of nuticuil confidence 
hetwe«a the Central Intelligence Agemy and the several departaents 
and agencies that it serves; 
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Beport by the Comal ssioa oa 
Tilil MATIOK/a* BSCUSm OHQAHIIATIOH MS/p-7 

(Toloao 1 ) 

FIHDINGS A.HD OOKCLUSIOSS 

TBS SA.TIOK&L SECURITY OEfiEBIZATIOH AFTORDS A MBSNS 
FOR IKTEOSATED PIAIHIBO ABD PISPCSIMAHCB 

?. Reliable In telligence it a FUq lte.4 

The eecoBd requisite to eound security measures Is collate a»i 
dependable intellleenoe. The Act properly placed the Central Intelli- 
gence Agency* directly under the Batlonal Security Council* Obrlously* 
the correctness of the Council's conoluslons will be directly related 
to the quality of the inforaatlon at its disposal* If the intentions 
of foreign nations are incorrectly reported or their military strength 
and potentials are either underestimated or exaggerated, this will 

I 

affect the Council's decisions and recommendations to the President 
and. in turn, the else and cost of the armed forces. To reach valid 
conclusions, the Rational Security Council needs, above all. full 
and accurate intslligenee. developed to meet the needs of national 
policy rather than in •v^^ovt of the views of a particular service 
or department* So that the Council ml^t receive composite, balanced, 
and evaluated intelligence, the Act provided that the Central Intelli- 
gence Agency should draw on all available sources and thus avoid in- 
complete or “slanted*' views* 


*Ses Tol. II. Oaapter II, Central Intelligence Agency 
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fieport the CommlsBion on 
Till IXTIOHAL SSOUHITT OHOAHIZXTIOH KS/P-7 

(ToXiuie 

yiSBIBQS AHP COS0I.gSIQM 

TEl IXTIOH/vL SFXSUBITl ORGAHI2A.TIOH AFFORDS A MMHS 
FOR ISTl&RATSD PDAHRIHG ABD PiaFORHASCB 

50. laflliitence i» the Flrat Line of Ptfiats. 

Intelligence is the first line of defense in the atomic age. Recog- 
nition of its proemlnwit role in defwiee planning was given in the 
National Security Act hy creation of the Central Intelligence Agency di- 
rectly under the Hstional Security Council to coordinate intelllgenoe 
activitiee of the Oovemaent and to collect i correlate, and evaluate 
intelligence. The relationships of this agency to soae of the other 
intelligence agencies of Oovernneat— aotahly to Q-2 of the Army* the 
Federal Bureau of Investigation, the Atomic Snergy Cojsaiesion, and the 
State Department have heim and atlll are uneatlifactory. But even more 
Important, the Committee is convinced that too many disparate intelligence 
estimatea have been made by the individual depax^mental Intelliganee 
aervicea} that these separata estimates have often been subjeotiva and 
biased, that the capabilities of potential enemies have frequently been 
interpreted as their intentions, ai^ that a more eomprehanelva collec- 
tion system, better coordination and more mature and ejqperieneed 
evaluation are imperative. 

The Central Intelligence Agency is sound in principle, but im- 
provement ie needed in practice. It is not now properly organised. 

A serious deficiency is the lack of an adequate top-level evaJLuation 
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boaxd or seetloui whose duties are oonfined solel?' to the evaluatiou 
of i&telligeooet with ao responslhilities for geaeral pelley or 
admiaistratlre matters. 

Co-equal isprovement la TBI. OHX» State Cepartmsat aad other 
Oovenmcnt iatelligeaoe services is also essential. Above all. a 
spirit of teamwork must govern iaterageacy iatelllgeno# relatloa^lps. 

The Central latelligeace Agency deserves and snxst have a greater 
degree of aooeptaaoe and support from old-line intelligence services 
than it has, had in the past. 

fhe Committee is oonoerned by the somevdiat haphasard method employed 
by the services in the seleotioa of officers for iiqportant intelligence 
posts. S-2 in the Araqr has had sevea chiefs in seven years, some of 
them with no prior intelligence experience ^diatsoever. 

The Committee believes that Intelligence careers within the 
services must be encouraged* either by the establishment of a 
separate Intelligence corps or by other means.* A prime problem 
within the Central Intelligence Agency itself is the rseraitmsnt of 
qualified personnel. In the last analysis good intelligence depends 
on good personnel. 

The CoBsittea is particularly eonoemed over the Wation's 
inadequacies in the fields of scientific and medieal intelligence. 

There are difficulties peculiar to this situation which the Com- 
mittee has not overlooked, let ttie vital Isportance of reliable 
and up-to-date soientlfio and nadieal information is euoh as to 

* The Committee has been Informed that the Armed Services Personnel 
Board Ims undertaken a study of ways and means to Li^rove quall- 
ficstions of intelligence officers and to provide attractive 
careers for officer ^pteciallsts in this field. 
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call for far greater efforts than appear to hare beea defroted 

to this essential need in the past. 

Suggestions were made to the Committee that the primary 

respoasihillty for the generation of scientific and medical 

« 

intelligence should lie with the Besearch and Derelopment Board* 
This coaoluBion was based upon the history of frustration of the 
one scientist (who has now rsslgne4> charged with these duties 

V 

in the Central Intelligence Agency.* An intelligence eervice, 
which must put a premia upon anojiymlty* is unattraotiTe to a 
scientist idvose professional reputation la so depwident vpon 
open contacts with other scientists and t^on public szprssalon 
of his own scientific riewe. Other elements of the Kstlonal Mili- 
tary Establishment engage in epeoiallaed Intelligenoe actiritiee— 
the Havy collecting naval data, the Air Force data peculiarly 
id^ortant to air power, the Army data about land armies— and, 
therefore, it would be logical to equip the Besearch and Develop- 
ment Board with ite own service, the fruits of vdiieh could be 
garnered and utilized by the Central Intelligence Agency as in 
the case of all the other agenoiee. This su^estion has con- 
siderable attractiveness, and psrhaps In the future, if the 
scientific Intelligence activities of the Central Intelligenoe 
Agency do not materially improve. It may have to be adopted. 

But it has two major disadvantages. The Besearch and Development 
Board, unlike the services, is not an operating agency; Intelligence 


"The Committee has been advised that a replacement has been made. 
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collectioft voald put it into the operating field. Moreorer, the 
estahliehaent of etill another intelligence aetirity wotQ.d render 
nore difflonlt the taek of the Centrel Intelligence Agency's 
authority— >whieh needs etrengthening rather than weahening. 
Accordingly, rather than recoamending this course, the Comaittee 
felt that the Central Intelligenoe Agency and the Research and 
DerelopQent Board should in cooperation decide on the fora end 
plaeea^nt of soientlfie and aedieel intelligenoe and, ahove, all 
should proceed energetically to obtain a ataff vith eoapetent 
and experienced peraonnel. This task, in the Coaaittaa's Judg- 
ment, is an argent one, demanding hi^ priority in energy, 
recouroefalness and attention. 

In reaching its oonoluaiona, the Committee and its staff had 
the benefit of consol tation with a groiqp, appointed by the Presi- 
dent, \d^o are making an examination of the Central Intelligence 
Agency under the supervision of the Hational Security Council. 
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Report the Coiinission on , « 

THE NATIOm SECURITY CKQANI2ATI0N lB/B-7 

(Volnas II) 

cHAmai II 

THE CENTIUIL immi".ENCE AGENCY 
Ra^^lonal anci ^rvioo ^nte!lli.'ienca 

I. HISTORICAL BACKGROUND 

The first effort toward a centml tntellLgenoe syeton waa 
taken in July 19U1, when the Office of Coordinator of H^orraation 
(aoiaotiiaae called^C^I) was established by Executive Order and 
autliorized to collect, analyse, and make available to the 
apjaroprlate officiala all Infonaation relatinj; to national 
security. Xhe^^I Included propaganda functions* The organisation 
was large and unwieldy. In Juno of 19h2f the pixJiaganda aspects 
of 0CI*s responsibilities wenj transferred to the Office of War 
Information (OWI), The Office of StratjSgio Services (OSS) was 
established during the same K)n‘Ui to continue the function of 
evaluating and correlating intelllnenoe information* It tos also 
to be the ageiM^y responsible for secret intelligence and the 
oonduct of guezTllIa warfare* 

OSS continued to perform those functiorw througteut the war* 
CojTsiderable thought was given in the suomer of 1$hS to the way 
in wiiich tlm central evaluation and collection of intelligence 
could best be acconspllshed in peacetime* Tsc^tb on the subject 
were prepared for consideration by the Joint Chiefs of Staff, 
the Secretaries of War and Navy and other officials oonoenwd# 

In September 19l*5>» by Executive Ch’dor the research and analysis 
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ruRctions of OSS Here trans:fcTed to the State Departinsnt* frcm 
this transfer h«s rosultod the present Office of Inteliifjencs 
and Research in the State Departsasnt i^ioh now reports to an 
Assistant Secretary of State. Simultaneously with the transfer 
of research and analysis to the State Depar^aant^ the Strategic 
Services ^nit (SSU) of tho War Department wan established to 
liquidate the rather substantial quantities of operational material 
accumulated by OSS during, tho war. SSU was also charged with 
carrying on, on a more or loss caretaker basis, tiro secret 
intelligence functions fonaerlc," performed by OSS# In other words, 
the two moat' ii^rtant units In OSS were split between two 
departments. 

By Executive Order dated January 22, 19U6, the Rational 
telllgence Auttority, consisting of the Secratarlos of State, War, 
and Navy, was eatablishsd by the ftresident. Under the Rational 
Intelligence Authority was constituted an organiaation 
known as the Central Intdlij^nco Group (CIG) \aidor ttie direction 
of a Director of Central Intelligence. The Cfi was oliargod with 
correlation and evaluation of inte^llii^nce, the coordination of 
departmental intelligence aotlvities, and the performance of . 
intelligence sarvloes of connon concern, 

Tho Natif nal Security Act of 19it7 abolished tho Rational 
Ihtolligence Authority and transferr-d the functions of the C«itial 
Intelligence Group to the present Central Intelligence Agency 
(generally referred to as CIA), 

♦ 
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The new ajoncy i»s amperin^aed aa a top-»lavol national 
SGcurltj organisation, above the olcJeiv-establlshed service 
Intel 11 ^enoe a:^encle3# Those older servicea, 0-2 of the 
Office of Ha^l Intel iigenca, A-2 of the Air Force, and the 
Federal Bureau of Investigation (FBI) {with eountereapionage 
functiona), all had long hiatorlos baMnd teeai ClA with rreat power, 
groat authority, and gfeat hopoa iras. In point of tiae, a t»trr<3au 
In addition to its work with these agonolea^ CIA had to 
eatebliah close working rolatlonahipa with a now and anbitioua 
State Deportjaent intelligence branch, lbs workj, therefore, cat 
squarely across and through the Jiational SLlltery Establialfflent 
it was not, itself j a part of that establishasnt) and 
extended boyond the allitary establishment to other dspartnients 
of govemaent, CIA was given a mission new to our hiator:, and 
obviously occupies a position of peculiar dlfficultgr* 


n. OKGANI ATIOH OF CENTRAL INTFLLTQS^KJE k'Wt 


The Ifetional Security Act of 19li7 (Sec, 102 (dKl)(2)(3Kii)(5)) 
provides in substance that "for the purpose of coordinating the 
intelllgenoe activities of the several Government d^artments and 


agencies in the interest of national secuiity** the Central 
Intel iigence Agency, •’under the direction of the National Security 
Council" shall I 


"(1) advise the National Security Council in matters 
concerning such intelligence activities of 1dio 
Govexmoant departments and agencies as relate to 
national securltyi 
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*( 2 ) •*« make recoiamendations to tee Hational Security Council 

for the coordination of auch intelligence aotlTitlea 
of the departnranta and agencies of the Oo^maent as 
relate to the national securityj 

**(3) ♦•#correlate and evaluate Intelligonoe relating to the 
national security, and provide for the appropriate dis- 
semination of such intelligence within the Cbvarraaent 
using where appropriate existing agencies end facilities •• 

"(U) #,»perfoni, for the benefit of the existing intelligonoe 
agencies, such additional services of coBsnon concern as 
the National Security Council determines cars be more 
efficiently accosiplisl^d centrallyj 

"(5) , ••perform such other functions and (hitios related to 

intelligence affecting the national security as the 
National Security Council may from time to time direct#” 

Tlia atatuto further provides (Sec* 102 (a) and (b)), that the 
Director of Central 'intelligence shall be appointed the , 
President, by and with the consent of the Senate, from among 
conmissloned officers of the anned services or from among Individuals 
incivllian life* Ris tenure is indefinite# His annxial compensation 
is $li 4 ,CXX), If a aoramiBaiGnod offit^r, he is exjuresaly removed 
from the chainof command of any of the three sorvicea ”in the 
performance of his duties as Director#" His tenure of office shall 
not effect his service rank or status# The different bettfeen hi# 
service pay and $1U,000 is made \^# 

At present there is one Deputy Director# The Deputy Director 
acts for, and in the absence of, tte Director# Bo is the principal 
link between the Director and the oporational end adaintstrative 
functions of the Agency# 

CIA is divided into five ma;3or offices, each headed by an 
Assistant Director# In addition there is a division concerned with 
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adral iiairation and housekeeping, and a division cl^iarged with the 
enforcarsient of security* 

The fivo major offioes aro the Offioe of Reports and Estimates 
(ORE), Office of Colleotion and BisseaalnatlOG (OOD), and three 
other offices charged with the collection of information hy 
monitoring foreign broadcasts, examining foreign documents, 
collecting information by clandestine conducting counter- 

espionage abroad, and other wcx1c« 

The Office of Collection and Dissemination poz^or^ services 
not only for CIA but for a nuinber of other Government agencies as 
well. It aainstalnspthrouidi the use of nmohine records, central 
Indexes indicating tho substance and showing tte location of 
information relating to foreign personalities, scientists, etc, 
and graphic material such as photograj^ of foreign intelligence 
value and forei^ industrial Information, OGD also Includes a 
so-called Halson branch ishioh endeavors to insure that routine 
reciprocal channels between CIA and other agencies (State, Corsaerc©, 
Agriculture, the Armed Services, etc,) iwe smiintained so that 
information secured by these other agenoies is available to CiA 
and that reports prepared by CIA are properly distributed* OCD 
also trios to eliminate duplication in field of collection by 
seeingl (l) that a request for information by a CIA division is 
routed to the approprlato collecting agency (State, CU2, the 
clandestine service, etc,)j (2) that collection machineiy is not 
put into operation at all if the information required is already 
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available (this ia acoompliehed reference to the Michina 
records)} and (3) that two or more roqueata are not made by 
different individuals, brnnohea, or ai^enciea for collection of the 
same inforaation* It disaaniinateB CIA* a reports to other 
Oovernaent a^nciea* 

The principle function of the Office of Research and Estimates 
is the evaluation of Intelligence and the preparation of intellij^nce 
estimates* For this purpose C®E is divided into six regional 
branches ropresonting geographical areas# These bzimohes are 
charged with the examination of "raw” information ©oncoming their 
respective ar as which eomsa in tiie form of thousawis of cables 
and reports from State Dopartnjent cdsaions alnread, from military 
and naval attaches, from clandestine sources, etc* Estiraatoa mmis 
by regional branches fora the basis of moorta from CIA to the 
National Sootrlty Council or other "oustoaero"* In addition to 
the mgional branches thor; are four groups concerned with 
economics, science, transportation, and international organijintlons* 
Those jjroups act as expert consultants to the mgionel branches in 
the preparation of their estimates. The Assistant Director in 
charge of ORE is assisted by a planing, reviewing, and editorial 
staff, 

ORii. also pcrfortaa a service of coisxm concern to many 
Covsjmment departments through the medium of a Ug^} Branch where 
central indexes of foreign maps are kept and facilltiee for map 
making are available. 
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III. OTHim IN'fELLIQEIKiE A ’ENGIBS 

ClA la the apex of a pyramidal intslli£:encQ struot’ara. Other 
Ooverimont intellig«ice agencies, without which ihj intelli tence 
service <x>uld be congilete, are nuaeroua and ii^ortant. this atud^ 
ia primarily concerned with ClA since the Comid.tt 0 e * a urark schedule 
did not permit detailed exaniinatlon of the structuroa of the 
separate sorviae departments* Ihe State Departoent and the 
Federal Bureau of Investigation and other Govemmental departn^nl^ 
with intelligonce activities lie beyond the scope of the work of the 
Committee, Nevertheless, it would be misleading and Inaccurate 
to focus attention solely upon CIA without meaningful reference 
to the other intelligence agencies. 

The service agencies are threo—tha An^ the Office of 
Naval Intelligence, and A-2 of the Air foro^f The Federal Bureau 
of Investigation is charged with oountereapionage in ■yils (knaitry* 
although the Army’s Coiuiter Intelligence Corps carries out investiga*- 
tions within army ranks. The Navy and the Air Force also investigjate 
their own personnel, calling In too FBI from time to tlms. The 
State Department maintains its own Intallij^nco branch. Each of 
those services maintain slseablo organizations for the oolleotiou 
of intelligence (through military, npval, and air attaches and by 
other means), for its classification, and for its evalnatlon and 
analysis. Each maintains certain expert adviaors and specialists, 
each soma rasearchera. Each must cooperate with and dovetail Into 
the other! ®ach must support and maintain CIA if there is to be 

-7- 
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©ffeotiVB iatelligenoe# Neither these ai^enoies nor CIA can op(wat« 
with smceas independently} they are all interdepend«it* 

IV, REIATIOMSHIP WXT!I OTHER AGENCIES 

Contact between the National Security Council and CIA i» 
Tnaintolned throuf»h the Director of CIA attento Council noetinga 
Three joint ccaaltteea contribute to the relationship between 
CIA and other Qoverwaent agenoieat 

(a) ^y National Security Coxmcll directive there exLats 
an organlzationknown as lAC (Intelli|?^ncG Advisory Coiaalttee) 
consJAing of the principal Intelligence officers of State, 

Array, Navy, Air Force, the Joint Staff, and the Atoalc Energy 
Coiamlssion, The Director of CIA acts as chairaan, althou^ 

CIA technically is not a member of the committee. In the 
past it has dealt largely with procedural matters, nlthmi gh 

on occasions it has mat to consider matters of substantive 

/ 

intelligence. The Intoliigenee Advisory Coiaalttee ms probably 
originally established % the National Security Council as a 
foiroa to deal with problems arising In the course of CIA*o 
discharge of its statutory- duty »of coordinating the intollt^n«i 
activities of the several ^k>vemment departments 

(b) Within CIA is a group known as ICAPS (Interdepartmental 
Coordinating end Planning Staff) which oonslats of a numlier of 

individuals assigned to ClA by the State Department and the 
military services. Its activities to dote have largely 
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conaioted of handling papers of procadural concern to 
Intel ligoncs A ivisory Coranlttee a jonoies* The chairraan of 
ICAre Is the official CIA representative at raeotinga of the 
Mstlonal Sootirlty Council staff* A representative of ClA’a 
Office of Research end Eatirvitos attends jasetings of the 
Council’s staff ?fh©n invited, and is thus developing an 
informal working relationship between CIA and t.^« Council* a 
staff* 

(o) A t^'.ird Committee is the so^alled "Standing 
Committee" which consists of rqprosantativos of State and 
the military services on the "Golcnel" level who are not 
assigned to CIA but are charged within thetr respective 
agencies with cogni ance of CIA matters* 

The Director of CIA has t» direct, formal contact with the 
Joint Chiefs of Staff, TIm Joint Intelligence Committee of the 
Joint Chiefs of Staff does not include him in its membership 
although the lowezv-echelon Joint IntolHgonce Gtot^ of the Joint 
Staff includes a CIA representative* Representatives of both the 
Joint Staff and of CIA participate in Int lligenco Advisory Cosoh* 
mittae sjeetlngs, iriiich does provide a certain contact— thou|^ a 
tenuous one— between the Joint Chiefs of Staff end CIA# 

forking relations with otitslde agencies are laaintaS, ned throu^ 
the liaison eectlons of the ^ffi^ of Collection and Dissemination 
of CIA, These maintain channels for ixmtine reciprocal interchange 
of information needed by CIA or other Covomnent agencies and for 
the distribution of reports, «orklng relatiorishlps also are being 
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built up with warying dageeea of success between the regional branclws 
of the Office of Reports wid Estlwites and their opposite numbers In 
State^ G-i5> etc* 

Another t^pe of relationship is the gd hoc eoraritttee, of which 
a number have been constituted* An example is the (xjmndtteo farmed 
under the otiairmanship of a representative of ORE, to allocate amongst 
Go rerraaent .agenoies responsibility for oon^iling appropriate sections 
of basic regional studies (political sections to State, sections on 
road communicatlong to Ansy, etCf) and to determine the priorities 
to be accorded to studies of various areas* 

A working relationship exists between, FBI and CIA, \ 


Liaison is accomplished by representatives of GIA and FBI, designated 
for the ptarpose* Xdalson is also maintained by interchange of reports 
between the counterespionage officials of CIA and i^ropriate re- 
presentatives of FBI* 

Tho FBI formerly investigated all profpoctlve CIA employees for 
security, but due to the preasTiro of those and other coiraitiaents, 

FBI has felt obliged to discontinue this service. The FBI, however# 
cooperated with CIA, on the latter* c request, in special security 
chocks# 

A type of relationship of considerable iB^rtance is exeaplified 
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by the Chief of the Miqp Section of CIA, eho is also a spooial 
assistant to one o f the divisions of tho State Doparteent* r 
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V* FiRSOWIBL 

(a) General 

There has b-;on soras newspaper and HMohoffidal and unofficial 
critlcisju of the porsonnel of CIA, During tho course of a ranch too 
rapid expansion of the organization #iich took place under a prevlo it 
Director, nd stakes in porsonnol procureiaent wore made, Thor© is 
evidence, however, of li^jrovffaent in the recruiting of jkjh and wimen 
with appropriate education, exparionoo, and personality, although 
additional improvement is needed. Many of the individuals on the 
“desk" or steff level apfjoar to bo intellij^nco, enthuelastio, and 
compotent, Timo, axperienco, and training are necessary, probably 
requiring years, to build up a fully coi^tent staff for all offioos 
and echelons of CIA, This can only be accoijplished as a setter of 
internal administrative devolopmant vdth continuity of conpetont 
leadership, 

(b) Size of Operating Staff 

A number of the services that ClA performs as a matter of coisjffln 
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concern to other aftenoies of the ^venuaent require aubatantlal 
staffs# Those include the staffs nacessazy toi ( 1 ) ssalntaln a 
reference library and central indexes of all intelligence natarialsj 
(2) perform certain asaential liaison functional 


(li) aaintain 

a central raap servioe for&l i*0’j«TOiaant aganctea, and (^) examine 
quantititos of forcdgn documanta measured in tons^ ntunl^er of 
individuals employed in the conduct of CIA*b olandeBtlne activities 
is probably not excessive irhen the peculiar services required for 
such operations are omsldered, A considerable staff will Inevitably 
bo necessary to enable ClA to perfora its evaluating function,^ 
Although there is duplication in the economic and political roseareh 
dona by various Oovernnent departments and fejencies Including CIA, 
the total mMibor of persons employed by the Qo’/ornir»nt for research 
purposes cannot, in all probability, be very substantially reduced. 

Cc) Adfalnistrative and Securit.Y Raraonnel 

Tile siae of tie Security Division of CIA is probably reasonable* 
The present size of the Adndnistrativo Division seems oxcessiye, 
particularly in light of requlrooents for an administrative staff in 
each of the offices in some of security requires a large degree 

of indopondonco. Cb the other hand, an organization as large os ClA 
requires a substantial amotuit of houaekoeping, toleptene sondee. 
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naainteimnca of personnel records, etc, pr^bleta is oo!i|>licet©d 

by tha fact that acooMsodattons to house C^A cGntrally are not 

available and omxld only be oonstznicted at a substantial oost and 

with considersble publicity. A certain amount of decentraliaation 

of CIA nay be desirable for security reasons. CIA is spread 

separate 

amongst twenty-two/buildinga, including tiarahouses.all of w’nich 
must bo raainoEined and serviced aopar^itely. Moreover, ClA 
malntoina a large number of field stations of one sort or another 
in various parte of the United States and abroad idtioh are supplied 
hi the Administrative Division. Reduction of the administrative 
overhead Is possible and desirable. There is some evidence of 
interference hr administrative functionaries in matters of primarily 
operational concern. A certain amount of such interferance is 
inevitable due to the fact that a Director will tend to entrust the 
enforcement of budgetary controls to his iiaaediate administrative 
representatives. Too much interference of this sort is undesirable^ 
but this is an admin istrativo problem that imist be solved internally* 

71. EVALUATION 

« 

lat^nded as the sajor source of coordinated and evaluated 
intelligence, on w ich broad national policy could be soundly based^, 
the Cent»l Intelligence Agency has as yet fallen short of the 
objective, ^hile it has raade progress In organising and equipping 
itself, i‘,s product, iiowevsr valid, does not presently enjoy the full 
confidence of the National Security Organisation or of the other 
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agcaeicB it serr«« aad haa not 7et»-with oertaln anconraglng 
8xea|>tion8-^l87ed an loportant rola la the daterslaationa of the 
Hatloaal Seoorltj Coaneil* 

CXA raiaea aoae difficult prohlema tfd^ioh* for reaaoae of 
secorit 7 t oot ea^ to diacuaa. The Coaaittee feela that CZA 
la properly located under the latioaal Security Cornell} that its 
organiaatlon needs continuing earefdl attention and that better 
working relatlonahips with other agencies pmst he eatahlished. In 
this respect it suffers fron a faailiar fault, recurrent throu^out 
the idiole latioaal Security Organieation. Its naln prohlea. as is 
likewise true of most of the other agencies, is one of personnel. 

The Conaittee enphasises a trulsa, that good intelligra.ee depends 
i^on.good personnel* CIA stust hare iBaglnatire and rigorous 
si^ervlsion. The Coamittee is certain that the director of the CZA 
aost hare continuity of tenure and i^ould he selected priaarily on 
the hasis of oos^etence, hut that, other things heing equal, it 
would he preferahle that he he a cirilian. 

The Coaaittee wss particularly concerned orer the Vation's 
inadequacies in the field of scientific, including nedieal 
intelligence. The vital iiqportanee of reliable and up-to-^ate 
ecientlfio inforaatlon is such as to call for far greater efforts 
than s^paar to have bean derotad to this need in the paet. Soientiets 
in general hare expressed ooneiderehle distreee at the paucity of 
information arailahle and the relationship hstwsen science and CIA 
does not eeea to he of the beet. 
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The iatelllgeac* Etgeaciea of the lerTloet* the State Departaeat* 
and the FBI auet do their proper share , and the whole anet pull In 
harnees if our intelllgenoe senrioee are to he adequate to the 
diffictalt requlrenent# of the atomic age. The rery prohleoe that 
have heset CIA hare troubled* to more or lest d^ree* the other 
intelligence agenoiea. Of all these prohleaa* one looae largest— 
personnel. The akilled and experienced personnel of wartime hare in 
moat caeea severed their ooxmeotions with the serrieesi eeleotion 
and replacement of new personnel hare been extremely ha^azard. In 
one of the serwiee’s intelligence systems at headquarters* Washington* 
no Busslan linguist is now perman<mtljr ea^loyed. In »ermany, the 
conduct of the Army's Counter Intelligence Corps* a highly Isportant 
part of intelligence work* heoame notorious* yet inherently this was 
not the fault of the Gorpsi the personnel aeslgned to it bad no 
qualifieatione or training for the work and was often of inadeqT»te 
oaliher. The Amy'e remedy for this situation was not to ia^roTS 
personnel selection and training* hut to order all CI6 parsonnal to 
wear tutiforme* lire in haxraoks* and report for ragular Army meals. 
Under such a ragimen they were expected to keep In contact with the 
local population and to catch spies! 

Qhoioe intelligence berths in the serrioes bare too often beat 
assigned to officers not particularly wanted by other arms or branches 
The capable* experienced* and thoroughly devoted personnel have 
speoialized in intelligence have too often seen their organisations 
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and their roiaed by si^erior offloere vith no experiencei 

little oapacity» and no iutsination. In the Coanittee'e opinion* 

It i* hi^Hjr important that an intelligenoe corpe~or at least an 
intelligence oareer— be provided by the services and that adequate 
selection and traixxing eyatena be inaugurated. 

The aerviees Bust alao try to rid their intelligence eetiisatea 
of aub;jeotive bias. Pertly because of their natural service intereata, 
partly because of inter-aervlce budgetary ooiapetitioat our estifflataa 
of potential eneioy atrengtha vary widely* d<^ending t^on the aerviee 
that Bakes them. The Arsqr will streas the potential waeay'a grocu:d 
diviaione* the lavy hia aubisarinea* the Air Force hia pletnea* and 
each eatioate differa aome^at from the others. In one i^eclfie 
instance* an estiaate of the Joint Intelligence Oomlttee of the 
Joint Staff of the Joint Chiefs of Staff contained so many 
incoasiatwicles within a aini^a paper that it was considered valae- 
lesB for planning purpoaaa. Out of this aaas of Jumbled material* 
and h^&eaed often by the open and covert oppoaition of the older 
agencies* CIA has tried to make sense. That it has not always 
succeeded haa hot been entirely the fault of CIA. 

Xutelllgenoe can beet flourish in the shade of silence. But if 
It is not subjected to eorutlny It could easily stagnate. Another 
exaaination* two or three years from now, of our intelligence tqratem 
should be undertaken* either by a Congreesional watchdog eoBUBittee* 
or preferably by a eoBBittee akin to the Bullea group (deeeribed 
below). The basic framework for a sound intelligence organization 
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now existti yet the nuterial eo far produced is hy ao aeaas adequate 
to our national safety in this age of •'cold war** and the atoBde 
hoab. That framework must be fleshed out by proper personnel ai^ 
sound adsinistratlTe measures* Intelligence Is the first line of 
defense. 

|^,?.es C.oijgil^^qe 

A detailed study of the organisation and activities of the 
intelligence divisions of the foverna«nt« including CIA. ie being 
made by a committee consisting of Mr. Allen Dullest 
Mr. William H. Jackson, and Mr. Mathias Correa, idio are aeeisted by 
a staff of four directed by Mr. Bobert Blum, of the Office of the 
Seoretaxy of Defense. The Committee was appointed by the President 
on the recommendation of the Mational Security Council. It will make 
its report with specif ie recommendations by Janucury 1. 1949. All 
problems here considered will also be reviewed ^ the Dulles Committee 
hialifieations of Director 

A moot question is whether the Director should be a civilian or 
a professional military man. The argument in favor of a service man 
is that he will command more confidence from the armed services ^o 
talk his language and will respect his position and •eourity* With a 
military man. ths present pay scale will not prove a deterrent* %e 
Job could be developed into one of the top staff assignments available 
to members of the three services. 

Against this, it is said that the position requires a broader 
background and greater versatility and diplomatic experience than is 
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ttsuBlljr found In ««rrlo© p®r»oan©l{ that the ^leet qualified and 
B08l competent officer* would not aoo^t the position if to do 
*0 meant permanent retirement and an end of the road to important 
cojaiaand or operational reBponalhlllty. If a military nan i© 
assigned to the position as a tour of duty# he willt it is saidt 
inovitahly he Influsnoed to eome degree* in the execution of hi* 
duties, hy his rank and statue as oompared with that of other 
officers with tdioa he deal*. He nay also he influenced hy concern 
for his next hillet. 

The principal arg\iaent against a ciTilian is the difficulty of 

getting a good one. It will he difficult to attract a man of force, 

reputation, integrity, and proven administrative ability ^o has an 

adequate knowledge of foreign history and politics and is familiar 

* 

with intelligenoe technique and the working machinery of the 
Ctovernment and the military estahlishnent. Sot only is the pay low 
in ooi^arlson to Industry and the professions, hut the reward of 
success is anonymity, ’ISie wisdom of putting an Indlvidunl v&o lacks 
Inlelllgeace experience in charge sii^jly because he is a competent 
administrator is dubious, A civilian would have the advanti^e of 
aeing free from taint of service ambitions or rivalries. On the 
other hand a civilian may be more subject to political pressure than 
a military. man. In certain foreign countries this has occurred. 

In any event a civilian would have to be a man of eomnandlng 
reputation and personality in order to secure the respect and 
cooperation of the services. 0 IA»s relations with the State 
Department would tmdoubtedly benefit from the presence of a civilian 

-IB- 

Approved For Release 2003/05/27 : CIA-RDP86B00269R000500050064-1 



Approved For Release 2003/05/27 : CIA-RDP86B00269R000500050064-1 

KS/P-7 

dlrectort k&owa aad respected the Scoretar; of State ead hie 
assieteats. 

The intriasio laterest of the workt its potential iaflnenoe oa 
policy* and recognition of puhlic serrice to he perforaed laight 
comhine to persttede a coB^etent oivilian to accept the position. 

If so* his appointsent wonld seen desirahle. k change in the statute 
that wuld disqualify a ailitary aan is not, hoverer, recoosended. 

Moreover it eoold not he vise, at this tine at least* to aaand 
the statute to include a wndatory requirement that a military man, 
appointed as Director, must retire from the service* k eompetutt 
officer could he persuaded to retire from his service and ahandon 
hie career to become Director of CIA only if he felt some aasuranos 
of a reasonable tenure of office. That no such assurance exists today 
appears from the fact that three different Directors have been 
appointed since January of 1946. k provision requiring the retirement 
from service of any cosmiissioned officer appointed Director mi|^t 
appropriately he included in the statute— if coi^led with provision 
for adequate retirement pay in case he is rMOved as Director. 
Location 

U) ClA«e Location under the ^0 

CIA must necessarily he centrally located both as a 
^^coordinator* and as an "evaluator*. It mtxst work with service 
intelligence agencies end with agencies outside the Hational Military 
SstahliShment. It must aecomplitix the allocation of responsibility 
for collection end research among Govenusent agencies «xd fulfill 
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its responsibility for osntral snrnluation of intelll$e&ee frae 
from departmental prejudlest control or bias* Aether real or lma«;ined. 
It must exercise autbority through direct Ires Iss)^ centrally and 
must at the same tiste maintain smooth and constant working relation- 
ships with the other d^artments and services. 

It has been suggested that ClA should report directly to the 
Fresldimt. Ctee alleged advantage of su(^ an arrangemaat is that 
CIA's authority as a coordinator would Xhwt be enhanced, as its 
directives could be issued as executive orders. Another is that 
CIA would then report to an individual rather than a oosmittee. 

Apart from the question of burdening the President with 
additional pmraonal responsibility, it is doubtful whether, as a 
praotioal matter, he has the time to pay much attention to it. 
internal administration will always remain the personal responsibility 
of the Director of CIA idio can be held aeoountable by the Mational 
Security Council, at the instance of any one of its members, as 
effectively as by the Prceident. It is unlikely that the Director's 
effectiveness either as a "ooordinator" or an "evaluator" would 
be increased by putting him on a l!hite House level. His estimates 
would, in all probability, receive neither more nor less attention 
from the departments if they emanated from the executive office of 
the President or an appmsdage thereto. The exercise of CIA's 
coordination function to allocate responsibilities must, initially 
at least, be performed on a more or lest negotiated basis. Sf forts 
to impose directives concerning the internal workings of a department 
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upon officials of th« level of the Seeretazy of State or Secretary 
of Defense are not likely to aeet with eoeoese* 

Duggestlons have also been uade that CIA ahodld be in the 
State l^epartaent or in the national Military Setablishment* Sut 

Cll.'s funotions and intereste transoend both the nilltary eetabli^* 

\ 

isent find tho State Oepartaent* The Army has anggested that the 
'iational Sacnrlty Act be aaended to provide "that the Secretary of 
Defense a^ll be responsible for coordinating the intelligence 
activities of the departnents and agencies of the Bational Military 
EstablishBent** and that CIA "shall deal only with the Secretary of 
Cefense* or such other agency or agencies es he nay designate". But 
inclusion of such a provlelon would tend to break down the necessarily 
complicated but established working reletionehlps between CIA and 
individual agenciest and in any case seeas redundant* The Secretsury 
of Defense must be, per se, the coordinator of intelligence and all 
other activities within the ailitary establishment, and CIA practically 
must deal with hiai~as it actually does throv^ the Rational Security 
Oojtnoil* A better aechani SB than now szists for coordinating the 
eervloe intelligence agencies in the Secretary's office oould be 
established, but there should be no artifieiel restriction of the 
flezibillty end authority needed by CIA. CIA is properly placed 
utider the Rational Security Council. 

Under the statute CIA is entrusted with the performance of such 
Berrlces of common oonoecn as the Rational Seetirlty Council shall 
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determine. k% present these include, epert from Scientific 
Intelligence, vdiich is discussed separetel^t (e) maintenance of 
central indexes of report, records and documents hari^ intellljsenee 
value; (h) 'examination of foreign documents from which intelligence 
materiel is extracted and disseminated; (o) maintenance of central 
map facilities; (d) monitoring of foreign 'broadcasts; and (e) oolleotlon 
of information hy clandestine means and counterespionage abroad. 

There is little real dispute that the first four of these 
functions should he located centrally. The question of vdiere the 
olaMeetine operational aotlTitics should be located has long been 
the subject of debate. «hererer located, there Is little doubt that 
they should all be treated together ae a single unit. 

Proponents of the theory that the clandestine service should 
be under the State Department 


secret intelligence le closely related to the 
formulation of diplomatic decisions. Others maintain that espionage 
is essentially valuable for defense and in wartime would Inevitably 
pass to military control and become a function of commend. They argue 
that this service should be under the Seeretni 7 of Defense or the 
Joint Chiefs of Staff. 

An objection, sometimes suide to continuing espionage under the 

CIA, is that it creates so complex an administrative burden for the 

Director as to render it difficult for him to function as an ^evaluator"; 

also that as an ’’evaluator" he will be prejudiced in favor of 
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ioformetloa procured by hie own sertrioe. This objection hns tone 
Blight ▼alldity but snet be weired eg&i&et aer^oue objieetion to 
plaoiitg the eerrlce elsewhere. 

ihe ergujaente in faror of control by the Secretary of Defense 
or the Secretary of State are in larjge degree nutually exclusire, 
and thie fact suggests retention of the senrice in its present ^ot 
under a body vdaere both are represented. 


25X1 


Considerable thought must be glTsn, hoverer, to the desirability 
of splitting CIA in tine of war and transferring two or three of its 
five major diTisions—eertainly the operational services, the open 
and eovert collection of inforaiation->to the national Military 
Estahliriment, ^ere they could function under the Joint Chiefs of 
Staff (preferably) or under the Secretary of Defense. If inclusion 
of these eerviees in the wartime chain of oomiaand Is deemed desirable, 
the objective eoiild be facilitated by a slight, and at the same time 
& desirable, change in CIA’s present organisation— -the grouping of 
all operations under a Deputy Director i<dio should have considerably, 
through not unlimited independence* In time of peace, the Deputy 
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Direotor in charge of oporations would function under the Director 
CIA{ in tine of war he sight if neoeiearjr report directly to the 


Joint Chiefs of Staff. 

Continued experience ne^ suggest other ohanges* hut change is 
disruptire in itselft and one great present need of the int^ligenee 
eerrioes is a relatlTSly reorgani sation>f ree period in udiich to work 
out their prohlens. If at sone future tiae it appears desirable to 
toco^sfer CXA*s operational functions to another agencyt the transfer 
nil^t be aocosplished with the approrid of the lational Security 
Couneilf the Director CIA» and the President. 

Soae changes in the internal structure of CIAt in addition to 
the groc^nent of the operating offices under a deputy' dir ee tort aay 
be needed. The rery large nuaber. of people employed by CIA in Itself 
suggests that a careful surrey ^ould be sade of its adainistratire 
procedures with a riew to greater eoonoi^. The adsini strut ire 
division seens too large with danger that the tail nay be wagging the 
dog. ^e Office of Collection and Diaseaination sonetines in the past 
has acted ae a bottleneck but under its new head it appears to be 
perfonting an efficient Job. Soae though should be given to aerging 
the map serviees, now under the Office of Eesearch end Sstiaatest with 
the other refercuice faoilities under the Office of Collection and 
Dissemination. I&e naae of this latter office is a aisnoaer; it 
probably should beeoae purely a reference service with its full energies 
devoti^ to this ieportant work. Its liaison functions might be split 
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off to for® a separnto ssuidl ooctton,. The Pollee etodj will 
uiidoohtedlr sake aore detailed reeoBaendatlo&s for lateraal reform* 
IntellUeoc e ftraloatloa goard 

The greateet need in CIA. ie the eetahlishment at a hi^ lerel of 
a small grov;^ of highly oapahle people* freed from adainietratire 
detail, to concentrate npon intelligence evaluation. Bie Director 
and hie assistant e have had to devote so large a portion of their 
time to administration that 'they have been unnhle to give sufficient 
time to analysis bsA evaluation, k small group of mature men of the 
highest talents* having full access to all information, ni^t well 
re released completely from routine and set to thinking ahout 
intelligence only. Many of the greatest failures in intelligence have 
not heen failures in collection* hut failures in analyeing and 
evaltmting correctly the information availahle. 

DuDlioation 

There is some duplication in the work done hy the Office of 
lesearoh and tiatiaates and the work in other governmental intelligence 
agencies. This duplication is eaussd in part hy the faot that ORS 
and other agencies* notahly the intelligence division of the State 
Department, hut also ssetlons of Gf>2, ONI* JUS and sven the Department 
of Commerce* examine the same haslo material for the purpose of making 
intelligence estimates* To some degree this may he inevltahle and 
even dssirahle ae CIA must he in a position to verily the intelligence 
that it evaluates, Sxamination of hasic material for this purpose 
might he accomplished with fewer people hy placing CIA analysts in 
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the seeM^e eeatere s&d •ecretsxiat* of the departsents a&d servioes 
to sift oat really ii^ortaut aaterial for roatlog to CIA. 

Phe preieat size of OEIii is In oonslderahle aeasars doe to 
ClA*s depeadeaoe oa its own facilities forresearch. Besearch 
divisions of other a^cencies are preoecupied with their iamediate 
ds]^jartcental reqnlronients and are onahle to aeet or are otherwise 
aaresponsiwe to CIA's priorities. CIA aceordingXj tends to do its 
own basic research. Duplication in the field of economic research can 
probably be reduced over aperiod of tine by intelligent use of 
"coordinating” power exercised over many (rowernment agencies. 

Ihiplieatlon in the field of political reporting remains an issue 
between CIA and the State Department. Some duplication may be Justi- 
fied on the ground that ”tm guesses are better than one”; also bMtaase 
CIA and the intelligence division of the State Department work with 
different objectives and different priorities. However, it is now 
clear in retrospect that it was a mistake to split up the Office of 
Strategic Servicee after the war and to acsign part of its functions 
to one department (State) and part to another (Aray). fhia mistake 
now has bean largely remedied by creation of CIA. but its effects 
linger on In the research and analysis duplication— parti oularly marked 
in the econostio and political field— between CIA and State. %e 
feasibility of idiifting a large part of the State Department's 
intelligence section to ClA should be studied. If this should prove 
to be iapraotioal or undesirable, unnecessary duplication should be 
eliminated Yiy progressive coordination, interchange of pcraonnel. and 
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The allocation of speciflo responsihllitios to various ai^ncios hQr 
liational Seouritgr Council directives. 

Evaluation and Correlation 

Tills ftinctlon is currently porfonaed by daily intelligence 
smBsaries containing; "spot” intelligence itess shich go the 
President, mashers of the HSC, and others, ^kly and sonthly 
estlaates of the eorld intelU^nee situation arn also prepo3?e<l as 
well as estJimtes of speSifio sit^^ons. 'HHise are draim from 
tim to tine, as occasion arises, on CIA’s cem initiative or in 
response to requests from the Na^ooal Security Council or oth;r 
agencies, such as the Joint ChieiRai of Staff, concerned with national 
security. 

CIA’s estiisates and surv^ are criticised principally <m two 
grounds* One is that as a normal routiiis th^ receive insufficient 
consldemtlon from the policy makers, and aro iM>t responsive to their 
immediate problems and requirements* A second criticism, mhich is 
allied to the first, is that CIA estimates are made without access to 
all relevant information includlisg infca«atJon concerning activities 
and d^islons of tha mllitazy trarvicss, operational In naturh, such 
as the esctent and deployaent of the fleet in the Pacific, etc. Both 
these critdoisns have some elements of truth. The milltaiy services 
tend to wltidiold t^rat±<Kial InfOTsation and the details of military 
plans on th?j grounds of security. In formulating plans the State 
Departnent tends to rely on its own Judgment am information without 
consulting CIA, Althou^ CIA appears to be sipplied with all 
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Infosmtlon of a atriotl^r "intelllgeDce" nature. It i« not eXear 
that CIA haa adequat# aocese to infoi^tlon about operational 
<tevalopBsntB. lot effecUvo Intelliganco is posalble only when it i« 
closely linked with planning and policynmaklng* 

Plane ard decisions affecting national security are presently 
made at various places J hy the %tlonal Security Council, tto Joint 
Chiefs of Staff, the State— Arrsy-Navy—Alr Force Coordinating CoTmlttea, 
fcy the State Department and bjr the military servlcee individually, 

Hieae various authorities rely, in formulating their plans and decision#, 
on the reactive departsental Intalligence eervlcee, on the Joint 
IntoUlgenee Conailttee of the Joint Chiefs of Staff, and Joint 
Intelligence Qro^, which is the working body for the JIC, as well as 
on CIA, If C2EA ie to perform adequately its function of ewluattng 
and correlating intelligence relating to the national eecurily. It suat 
be aware of, and participate in, the thinking at all these levels. 

It la particularly ^kisirable that the association between the 
Joint Staff and the CIA be as intimate as possible, CIA is the 
logical ai^iter of differences between the sorviceo on tbs evaluation 
of intelligence. AssujiptlcKns made by the Chiefs of Staff both for 
plamlng and ©per tional purposes should be formulated with CIA 
parUcipation ot at least reviewed by CIA. 

For the purpose of fostering a closer relationship between CIA 
and the Joint Chiefs of Staff, Oonsi iteration should be given to 
including the Director CIA among the membership of the Joint IntelHgeic e 
Ccssslttse of tl» Joint Chiefs of Staff, Furthermore}, it would seam 
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deairable that the lutolliganca Advisory Caaiidttes mQ% aoro froquan^y 
to eonaidar qtiestlons of substantive Ijitelligenco. Biio woifLd 
contribute to an interchange of intelligence opinion between the 
principal intelligence officers of the Qovenwent and would in itself 
instire a closer rolaHoiuihip between CIA and the Joint Intelligence 
GotBndttee both of which i^rticipate in Intelligence Advisory CanBdttee 
n»etings« 

It is also desirable that a closer working relatiisiship be 
established between the seoions in CIA responsible for the preparation 
of eetimatess and both the National Seoiirity Council staff and the 
Joint Int^ligance Group of the Joint Staff, 

Soientlflo Intelltgeiwe 

Failure proporly to s^praise the extent of scientific developments 
in eneny cotintrles taay have mar imniediats and catastropbic oonsequancee 
than failis'e in any other field of intelligence. What is needed is 
a oentral au^rity responsible fear assisdlating ell information 
concerning developments in, the field of science abra d a nd ooapetent 
to eetdjoiate the signifloance of tl^se developments, Ihls agency 
obviously must have access to all available infozma^on bearing on the 
problem. It most also be able to provide intelligence direction in the 
collection of itmas of information likely to have si^ficance in the 
scientific ftold* 

At p'osent, reisponsibillty for intelligence evaluation in suedi 
fields as biologioal and ohemloal aarfare, electronios, asrodytiamicsit 
devel<^3ments in guided missilesji etc,# is spread amongst wtfloua agencies 
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including the Chondcal Warfare Service (CWS), 0-2, A-2, OHI, and ttie 
Atondo Energy Cosmiefidon as sell as CIA, Medical inteHigenoe is 
virtually non-exiatent.w^ SstlBates of foreign potentlalitiites wide ly 
various agencies arc inadequate and contradiotozy* In Clk itself 
responsibilily for aeientific inteUigonoe is divided beteBon the 
Sclentii'io Branch of (HiS and a concerned irlth atmde energy* 

Ccd-lecticm of infenrrsation concerning sciontiflo developsents abroad 
is clearly inadequate* 

On the reo(»ssK3m!ation of Dr* 7annevar Buidi, then Qiairssan of the 
B&DB, a soientist of reputation has directed the work of the Scientific 
Branch of ORE for the past year* He recently resigpedee and the office 
is awaiting the rec<raaendation of a euccessor by Dr« Cotton, who 
has replaced Dr* Bush. As presently constituted, the Scientific Bzanch 
of ORS is not in a position either to evaluate intelli^nce or to 
stlmLate the collection of necessary information* There is no 
physician and no frachanisaa for collecting or evaluating medical 
inteHigenoe in CIA* 

Soao of the difficulties presently expexldnced are Irovltable* 

Any eminent sclentlet wlH be ia?>aljient with routine regulationB, and 
som "red tape" exLeta in any (pvemment organisation* It is desirable, 
however, that the individual reeponsible for scientifia Intelligence 


% See Qiaptor XIII, Medical Services and B<»pitalization in the 
Military Services. 

ee The Comnittee has been advised that CIA has been successful in 
finding a satlsfaotcoy replacement* 
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within CIA b© fread, as far as possible, fSron ai&ordination to 
administrative officials* Ibis might be acoofiplished in CIA ty 
raising the Soientlfio Branch to an office level and making its 
chief an Assistant Qirwstcir* 

A consid€0?ation that laakes it diificult to kein> qualified 
scientists in CIA i-j the undesirability of pdblic acknowledgment of 
the naturo of the activity. The practical result is to 
Isypresslt^ that the individual in question isn*t @!g>l<^/ed by anybody* 
Tills loakes it difficult for him to attend conferences or writ© papers, 
and he soon loses standing in hts profession* j 


\ A currently 

popular but baseless theory that scientlfist are Inherently insecure 
is advanced as an argument why individuals responsible far sciontiflo 
intelligence should be denied opportunities for active association with 
othor scientists at conferences, ©to., on ary basis. Security would 
appear to be a matter of Individual re ..ponsibility* No evidence 
justifies the conoluaion that insecurity is an occupational faillr^ 
peculiar to scientists. 

The activities of Scientific Intelli.ji nee should be directed by 
a aaieritist and not ly staao otherwise cospetent Individual whose 
education and experience in the scientific field is siqserficlal. An 
educated guaa as to the iisplioations of a given scientific dovelcpaant 
can be made only if the guesssr has a real understanding of the 
potentiality of scientific development. Itot only mat be fully 
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co^p«tent to ai^reclate the sigrilfloance of dovelopcsent hjUBoelf^ 
butt ii* be is to be effectivst be mast be able to convince other 
scientists that bis intOTpretatlon of a given devolopiaent is 
r^sonable. He laaet speak the eoientific language. 

Security oorioideratlons occasioned divoroe between the group 
in CIA Goncern^ with atomic eiKirgy and Ihs Scientific Branch. It 
wae felt that individuals concerned with develojKoente In th^> atoimlo 
field should be strictly isolated. Present arrangen»nts for 
intelligence relating to atomic energy eeoB to be working more 
smoothly than those in other scientifio fields althou^ tbs collection 
of foreign information is slow and diffloult, and our atomic energy 
intelligence is by no means adequate. 

Loglo suggests that at sons ^tuie time responsibility for all 
solentiflc intelligence be oentraliaod. An iamedlate reorganlaation 
for this purpose would fsrobably be promaturo and simply retard tie 
developi^nt of atomic intelligence without contributing to the improro- 
ment of scientific intelligence generally, 

Vigcntnis action is isqimratlve to inprove all faellltles for 
evaluattng and etiimilaUng the collectton of scientific intelligence. 
Outside the field of atomic energy this must be done by Imnreaslng the 
authority auid support ;d>ven to the official responsible for scientlfle 
intslUgeiwo within CIA whether he remain on a branch or be rals^ to 
an office level. Non-technioal as well as technical intelligence 
infomatlon contributes to the evaluation of foreign scientifio 
developments. For this reason scientifio intelligence Imsluding 
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saedleal intelligence should be svalust^-d centrally whera Intelligence 
inform^on of all kinds is insaediately available* 

Evaluation of Operatjons and LocaMon of Coontgreepionsge 

For seourity easons no atteopt has t»en made at a (kitailed 
analgia or aj^raisal of the clande^tins <q>^atlODal activities of 
CIA* Senior officers of iim govenaaent who testified befos^ the 
Coscsittee on the National Security Organiiietlon osqjressed thesselvos 
as fairly well satisfied with the necessarily slow progress could be 
more rapid. Even this limited satisfaction is not schoed in loirer 
ranks* 

'Xhe counterespionags activities of CIA abroad appear properly 
integrated wii* CIA»o other clandeatino i^rations, Althou^ arguasnts 
have been made in favor of extending QIA’s authorityto Incltbde 
responsibility for counterespionage in this Country, such an extension 
of jurisdiction does not at present appear justified. For one thing, 
concenl^tion of power m&r oounteraspionage aotivities at laxso in 
the hands of a Director of Central Intelligence responsible for 
eepionage and abroad, sdght justifiably arouse p^dtUe suspicion and 
^position. Conceivably it could form the basis fbr a charge that 
a gsstapo is in process of creation even thou^ tfao power to arrest 
were spocitleally withheld. To transfer responsibility fur doasstic 
counterespionage fitm the FBI, which has an established organization 
and long tradition, to CIA, which is not equlpfwMi for the assignaenfc, 
would jarobably crenta aoro problems tt»n it would aolvs 4 ^ It is 
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doubtful irhether the logical benefit of having or» agency responstbl© 
for ooiantereepionags throo^iout the world would ^uslAfy the dielooation 
and oonfuBlon that such a transfer would inevitably ocoasion* 

Gift representa tires hare indicated that their present working 
liaison with fSI is satisfactory^ but the C«oialttee doubts that 
FS1--CIA. relaticmahips are completely adequate, ihe Director of FBI 
decllnsd the C<»sxiittee^ invitatlos to appear before it to diaouss 
the Cl with the cc^alttes or Its ropresentatires on the pnmnd that 
he know too little of its activltiae. 

Budget and Adalnietratlon 

CIA*a budget is a guarded secret. Present arrangraients appear to 
work satisfactorily* The inter -sted services participate in rsqusats 
for the allocation of funds to CIA* The amounts requested are reviewed 
by reprosentatlveB of the Bureau of the Bud^t designated for the 
purpose and controlled by appropriate comnittees of the Congress in 
olcsad session. CIA has requssted anpli^ng and isplcNsenting 
Isglslatlon (3.2688^ introduced but not acted upon during the 2d Session 
of the 80th Congress) to define better its poirmr and to sliig>ll^ 
adzpinlstra^^ and pc^yosnt of some of its esployeee. Most Of the 
provisions of this legislation would confSr \:pon CIA that adainlstrutive 
flexibility and anonyialty that are essential to satisfactory intelli- 
gence, but BOBS of them seem to involve widesirablljr troad grants of 
pomer fat* the new agency. Congress should examine this proposed 
legislation carefully, i«)diXy it as seans necessary, and act upon it 
as soon as p<»siblo. 
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30001117 l»Ogl8latlOR» 

/ ^ 

The CIA., tha FHI, ani the servlcos haw poriodlcally bu^ ^sted 
revlBion of the Nation* s eapionags laws to wduoo the difficult 
legal burdens of seourlng convictions under th^e etntutee. Detailed 
aug 2 «ations fCr revision of the present law, fthlch would perEdt ' • 
conviction irrespective of proof of intent to injure the Oovaraoerd, 
probably will be presented to the ne^ session of Congress* This 
CfflSHBittee syapathiaes with CIA and othor agenolas of tho Cknwnaont 
In their <iaaire to protect thasselves against dangerous diaclosurea 
by Indiscreet and irresponsible persons, and it recognlBes the need 
for mere effective counterespionage protection* The CoBEiittae lias 
not eaaained the proposed revision of the eapioHagje laws nor is it 
c(»qpetent to Judge them* Coianittce feels strongly, however, that 
better protection for essential Govexmient secrets does not He in 
legislation alone* Counterespionage is a difficult art, smd it lias 
not aliwys well pr«sticed In this Country, Strengtiiening of the 
FBI, the Counter Intelligence C<a?ps of the Awy, and CIA *s own 
internal security is ii^portant regardless of r^w laws. Revision of 
the espionage law to remove the necessity of proof of intent al^t 
broaden tht? Act to such an extent as to constitute a peril to our 
concepts of freedom* 3uch proposals should be exs^ned loost carefully 
by Congress, 

The Ccraaittee is of the firm opinion that there must be major 
ImprovBjnent In all our intalllgsnce services. This carmot be achieved 
overnight} time is required to build a good intelligence servioe, A 


* $ee Chapter XIV, Civil Defense, Internal Security, etc. 
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proper solootLon of peraonneX c»k 1 a wall thQtight-o>at i^grem for 
their asaignaant aod tralidng aro oasential«-partl(mlarl 7 in 
Arqgr, 

The gansral fraoework of our inteXli^iwe orgaidzatLon io sotmdXsr 
eonoelvod« The pertinent ausDoles see svaro of its asaots and 
llabllltiost of its virtue and shortocsdngs. Ths national Seouzltgr 
Council^ tMoh has properly oonoermd Itsslf with Qlhg should give 
store thoi^t and attentior) to the ralatiotuships of CIA sith ptheur 
int&lligenBS agencies end woaiclne through the Seoretaxy of Dafonso 
and the Secretary of State^ should onoourago the iijqp(rcn/<Kam]t of 
othar intalligenoe agencies* 

9vxh of the refonas s\i£^gMted by this survoy, and hf the Dulles 
C4»iBiitt83» as are aeceptodf should be pno^tlyt but nihen action 
has been tak^, Cli and othor Govornaent intelllganoe aganoiee should 
be persdtu^ a period of internal devolopaent JfTne from the disruption 
of continual oxaislnation and as £eee as possibls from jn±»lloity» 
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OUTLINE FOR FimL REPORT DRAFT NO. 5 

5 Nov. 1948 

PREFACE 

A statement of the terms of reference of the Survey Group, 
how these terms have been Interpreted and the procedure followed in 
conducting the Survey. 

INTRODUCTION — The Nature of the Intelligence Problem 

,A brief statement of the nature of intelligence ani of the issues 
which need to be examined and resolved. 

Chapter 1 — Present Organization for National Intelligence 
A general analysis of the position of CIA as de^^ij^afiK^ in 
the National Security Act, the relations between CIA and the 
departments and a general description of the mechanisms for 
coordinating intelligence activities. 

Chapter 2 - — Organization, Administration and Direction of CIA 
An overall sketch of the organization of CIA with an examina- 
tion and evaluation of its managerial set-up, administrative 
operations, sectirity, personnel, and direction. 

Chapter 3 — CIA's Responsibility for the Coordination of 
Intelligence Activities 

An examination of the organization and operations of lAC, 
IGAPS, OCD, and other CIA activities for the coordination of 
intelligence activities, an analysis of the NSC Intelligence 
Directives, and an appraisal of CIA's achievements in coordinat- 
ing intelligence activities. 
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Chapter 4 — CIA's Responsibility for Intelligence Evaluation 
: and Estimates 

A discussion of CIA's responsibility for the coordim tion of 
national intelligence and an examination of ORE's performance. 

Chapter 5 — CIA's Performance of Common Services; The Collection 
of Overt Intelligence ^ 

This chapter would deal with 00, 

Chapter 6 — CIA's Performance of Common Services; Secret 
Intelligence and Secret Operations Abroad 

This chapter would cover the activities of OSO and the new 
Office of Policy Coordlration. 


Chapter 7 — The Department of State 

An examination of the organization strength and position of 
the intelligence agency in the Department of State, including a 
definition of its fields of activity and an appraisal and recom- 
mendations of its relationships to Department of State operations, 
to -Uie departments, and to CIA, 


y 

Chapter 8 — The Service Intelligence Agencies 

A statement of the intelligence responsibilities of the 
service intelligence agencies in relation to each other, to the 
JIC, and to CIA. 

^vice Intelligence Agencies t Ope’^Ptjpns 
An"'b«;^ >a^^alsal of ^^^^;^elllgence acW^^^s 

of the 
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Chafer 10 — Prfnciples of Organization for National Intelligence 
An analysis and appraisal of the general principles which 
should guide intelligence organization and activities and a 
statement of the type of national intelligence organization which 
is meded, the respective relations of the principal agencies 
and of the major operations. 


Chapter 11 — Conclusions and Recommendations 

A recapitulation and reinterpretation of the conclusions and 
recommendations developed and stated in the previois chapters. 
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SECRET 
NOTES FOR CONCLUSIOHS 
Intellii^eace Qeganlaatlon -General 


DRiifT 

HBlum 

IS Nov 1848 


The National Security Act of 1947 provides an adequate 


basis for a sound intelligence organlxation and no amendments are 
r © c ommend e d ^ 

(^Complete centr.illzation of inteiiigencfe is undesirable. 

The departmentiil intelligence agencies should be strong within 

their respective spheres and should be supported by and In turn 

X 

themselves support the Ceiitral Intelligence Agency. 

There is no evidence that intelligence is being neglected, 
although there is much evidence that its possibilities are not 


being fully exploited.^ 

There is evidence that within individual departments and 
as between one department or agency and another, there is not the 


fullest measure of cooperation. This is sometimes due to the 
over-emphasis given security considerations as contrasted with 
re-iUirements for effective operations.^) 

Steps should be taken to strengthen the authority of 
the National Security Council over the CIa in order that ClA 
may receive better support from the members of the National Security 
Council than heretofore and so that the National Security Council 
may assure itself that ClA is properly fulfilling its mission. 

This might be done by aesignatlng the Secretaries of State and 


Defense as a subcommittee of the NSC for this purpose. 

---*1 

Th^ relationship between CIA, the Intelligence Advisory 
Gomraltte© and the Joint Intelligence Committee of the Joint Chiefs 


SECRET 
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0f Staff ae«ds to be readjusted la order that the Matioaal Seemrlty 
Council and the Joint Chiefs of Staff, together with the principal 
departments concerned with national security, may receive 


consolidated national intelligence estimates from one source, arrived 
et after appropriate discussion and criticism,/ 

- 7 

The Survey Group has not been able to examine sufficiently 
the very Important question of communications intelligence so that 


it has not been able to formulate def^inite views on this subject^ 

> specific problems* j 
CMmi XHYhLLIGENCE AGENCf 


except in relation to specific problems* j 


General A ppraisal 

Although eiA has in some respects .made good progress* 
in many. 'respects, it hlis complexly fqiied in its mission and 
there are no signs of W^e defictenoies being remedied* 


j / 


does not enjoy the confidence or support of the 
other departments and agencies of the Government, 

The general ffiftndai^s giv en to GIA ^the Matior^al'Security^ 

Act seems to bp a proper one >nd sfeldlWtll flexfile so that 

/ i I L/" J^P 

necessary adjustmerits can %e made within its terais* 

the combination of responsibilities in CIA for coordinat- 



ing Intelligence activities and for conducting certain operations 
has some drawbacks, but it is felt that these can be largely 
overcome by appropriate adjustments and that the dlBadvantages 
of making any radical change in this respect would outweigh the 
possible advantages* 


- 2 - 


Approved For Release 2003/0^^C^3 ^.rDP86B00269R000500050064-1 



Approved For Release 2003/05/27 : CIA-RDP86B00269R000500050064-1 

SBCEET 


Qraamlzation and Mieslon 

ieadei^^hip of CIA ^d'esjiiof demonstrate a clear ^ 


unders^nding of 'ClA»'s i^tsslori, do^-n^ gvl^^-i^f^ec^ye d^k^tkon 
to ‘Qiljkf and Mas failed tk'wln the support of the other"agen.cies 


Ati 


of^h© Government, 

The Director of CI,i should be a civilian, appointed 
on a non-parttsun basis and a person with a good understanding 
of iateiligenc© problems. 


fh© internal organisation of ClA is unsatisfactory. 

There is Insuff iclent flexibility of administration and inadec^u&te 
participation by the intelligence chiefs in the determination of 


CIA policies. 


Too much importance rests with the administrative and 
managerial staffs, which are becoming the principal means fer 
controlling intelligence operations. 

Bigidity of administration has led to a general condition 
of insecurity, which needs to be remedied by appropriate administra- 
tive pSllcy arrangements. 

There are too many military personnel on tour of duty 
in positions of malor responsibility . 


Coordination of Intelligence Activities 

CIA has not effectively promoted the coordination of 
government intelligence activities. The operations of the various 
intelligence agencies are largely unaffected by the existence of 
CIA. 


-S- 
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The Intelligence Advisory Committee has been largely 
ineffective as an agency to assist the Director of Central 
Intelligence in the coordination of intelligence activities* 
Severtheless, the principle of the lAC is sound and the IaC 
should be continued. 

IGAPS has not been a successful staff* It should be 
revitalized as a staff for the Director of Central Intelligence with 
the concern of developing plans for the coordination of intelltgeace 
activities, including those conducted under ClA and by other agencies. 

That portion Of OCD which is concerned with the coordina- 
tion of intelligence activities should, be established as part of 
the reconstituted ICAPS* 

The Director of Central Intelligence should be concerned 
primarily with the coordination of intelligence activities and 
the coordination of intelligence opinion. Intelligence operations 
conducted by CIA as a common service should have an autonomous 
position within this framework. 

Correlation of National Intelligence 

The Office of Ee ports and fistiraates is not now effectively 
performing one of the major functions for which ClA was created, 
namely, the correlation of national intelligence. 

OBI has become a producer of intelligence, whose production 
is often unrelated to policy requirements and competitive with the 
Intelligence production of other agencies. 


-.4, 
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There has been a failure to distinguish between 0Ei»s 
mission of coordinating Intelligence ana the Intelligence producing 
functions which It performs as & common service for other in tell- 
gene© agencies, 

OKI should be reconstituted so that a small group of 
high quuiitj? concerns itself with the coordination of intelligence 
at the highest level of Government requirements. It would base 
its work largely, but not exclusively, upon the intelligence 
products of the other Intelligence agencies and v/ould have the 
responsibility of monitoring the Intelligence production of the 
other agencies in order to improve Its quality. 

There would also be created a separate central research 
and evaluating unit in ClA vvhich would perform on behalf of all 
the intelligence agencies. Including CIA, research and evaluating 
services in fields of common concern, e.g. economic. Industrial, 
scientific, etc. and map research, document translation. 

Common Services Performed bv C'lA 

The central unit mentioned in the previous paragraph 
will be created. 

The Office of Special Operations, the Olflce of Policy 
Coordination, and the Contacts Branch of the Office of Operations 
should b© consolidated under u single head. This operating unit 
should be largely autonomous, enjoy special security arrangements, 
control its own administration, and receive policy guidance directly froi 
th© Secretary of State and Defense, a closer relationship needs to 
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be ©stablished between these operating units and the otiier depart- 
ments and agencies of the Government in order that there may be 
more effective determination of requirements for the operating 
services and a higher degree of confidence in their woric. 

There needs to be a higher degree of coord in.stton of 
clandestine .;ctivities conducted by the various agencies of the 
Government! in particular, the activities of the iirmcd Services 
in occupied areas and the counterespionage activities of the FBI 
need to be more closely related to the work of CIA. 

More effective methods need to be developed for the 
exploitation of domestic sources of intelligence, including 
refugees and foreign nationality groups, in consultation with the 
FBI. 

The counterespionage activities of CIn need to be more 
actively developed and the entire counterespionage ..activities 
of the Government need to be better coordinated. 

fhere Is evidence that communications intelligence is 
not being eilectively used In relo.tlon to CIA secret intelligence and 
secret operations activities. 

THE DBFABTMENTAl MTELLIGMCE AGEffCIEfe 

The position of &tij,te Department Intelligence needs to be 
reexamined In light of the changes in OBE which would have the reault 
of placing a greater burden on the State Department for the production 
of political intelligence. 

The present separate intelligence org;uil2;atlon in the State 
Department needs to be brought in closer relationship to the policy desto 

- 6 - 
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Th®re should be established iu the State JDepartaeat at 
a high level a single point of liaison and general policy guidance 
for ail Qtk secret operational matters. 

The personnel policies for Intelligence in, the service depart 
aents should be re-exateined to insure that the reserve program is 
being actively prosecuted and that the tour of duty principle is not 
being applied to the detrimeat of Intelligence-. The reeruttment of 
professional civiiicin employees for the service ageaeies s-hould be 
encouraged. 

The service Intelligence agencies should concentrcit® on 
iatelligen.ee in their respective areas of dominant interest. 

They should also be concerned with such current intelligence as 
is needed for staff purposes. 

The Joint Intelligence Committee should be reconstituted 
to Include representation from GlA and the State Departaent. In 
this reconstituted form and with the iisslstanee of the newly 
created unit for high level intelligence coordiciatton in the CIa, 
it should provide the dsfinitive Government Iriteiligence estim.ites 
on all national intelligence tjuestion-s. 

The Joint Inteliigenc© Group may continue to function as 
a Staff agency for the Joint Chiefs of Staff, 
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The Organization, Administration, and Direction of <Eh 
Organization 

The National Security Act of 1947 has -yeiy little to say on the 
subject of the organization of CIA other than to provide that it shall 
be headed by a Director of Central Intelligence and that hs "shall be 
appointed by Ihe President, by and irith the advice and consent of the 
Senate, from among the camaissloned officers of the armed services or 
from individuals in civilian life?. The Director is free to or^snize 
CIA as he ohooses and to appoint to positions within CIA ps?rsons of 
his cwn selection, subject to tie general control of the National 
Security Council, which has in fact been exercised only once in this 
respect. 

Tli e lirtoj - ual orfflnlzatlon of OIA dues nut uuiifoi^m U ~ aty Clea r 
■j ^ttern . — (S ee th e C hart •on p»_jj^r'^7^^tssi3tlng the Director are a 
Deputy Director arei an Bxecutlve Director who are his immediato sub- 
ordinates in the chain of command. Attached to the Director in a staff 
capacity are the Interdepartmental Coordinating and Planning Staff 

SECRET ' 
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Ifeivy and Air Force, who have the reeponsibillty of aosieting tha Director 
arid the Intelligence Advisory Ccanmitteo with respect to plans and policies 
for Interdepartaiental coordination (see p« below}} the General 
Counsel who handles all staff work of a legal and legislative nature} and 
the Advisory Council, a small staff which represents the Director in 
handling ccuuaunlcations Intelligence matters. 

In addition to the. e small staff sections with special responsi- 


bilities there are two large units called ♦’BxeoutiveB’* n T tb 

(y-r^ d__-/ ^ 'V>>— ' 

ih fl/ . OQQUpy on tlin nf 'jn rt a wt - aff poM thn ntif»ap4=^ have 


in fact the roaj<n* administrative responsibllitiea within CIA. These 


are the Executive for AdmirtLatratlon and ifanagemsnt which handles finan- 
cial and budgetary matters, adminlstrativ© services, supply and gereral 
housekeeping, personnel and management advice ard surveys} and the 
Executive for Inspection and Security which is responsible for internal 
security policies and investigations, pl^sical security arrangeE«t4>s, 


inspections and audits* 


The bulk of CIA*s intelligence and related activity is performed 


in five Qfflces, each headed ty an Assistant Itlrector. ihese Offices 
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report throu^ the Executive Director and Deputisr Director to the Director. 

are the followingi Office of Reports and EetimateB (ORE), which 
prepares Intelllgenco reports and estiinateB (see p . below) i Office 25X1 


of S^ratlono (00), 





translates foreign 


doomente (see p. below) t Office of Special %eratd.ons (O0O), 

which carrlee out espionage and counter-espionage abroad (see p . 
below) I Office of Policy Coordination (OPG), irtilch conducts secret 

operations abroad (see p, beloir)j and the Office of Collection and 

Dissemination (OCD), which errands for CIA to receive and disseminate 
intelligence information, coordinates to a limited extent intelligence 
collection and houses certain reference facilities (see p.^ ielw). 


This structure does not present a very clear pattern when matched 


against the three broad functions assigned to CIA by the National Secuidty 
Act of 1947. CIA *8 responsibilities for advising on the cocrdimtion 
of Intelligewje activities are performed through the Interdepartmental 
Coordinating and Planning Staff wtsich does the staff work for the Direc- 
tor of Central Intelligence and the Intelligence Advisory Committee 
Approved For Release 2003/05/27 : CIA-RDP8^p0|^JDjrO5OOO5OO64-1 
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on the Na'blonEX Secnritry Council Int^ligence Dirscbivse referred io 
In the previous chapter. However, ICAPS also porfonas miscellaneous 
staff functions for the Director, primarily of a liason natiu*^* The 
Office of Collaotlon and Dieeomination also assists in coordirktlng 
intelligence activities, but does tliis at an administrative rather than 


a planning level. It is concerned almost entirely with ooordlinating, 
to a ximlted extent, the collection of intelligence required b|y CIA 
and the various departments. However, OCD also perfca“nis certain ser- 
vices of ccMmon concern, primarily of an inforrmition reference' nature, 
in that it o<miplles and maintains certain biographical and oth^r refer- 


ence indexBS,-««as5!5fOT^m5e^. Finally, OCD performs certain fuiiotioiB 
which are primarily administrative, including the reception and dissemina- 
tion of doctunents and reports. ' 

CIA *3 responsibility to "correlate and evaluate intelllgeilice relat- 

! I 

ing to the national secnjrity" la carried out almost entirely bjl- tte 


Office of ,Beporjtis and Estimates, However, as we will point ouli later. 


a clear 


dilsidbn^' 


ttion has mvor bean made within CRE betvmkix the 


duty of 
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correlating and producting national Intfelllgenoe and othar duties nhich 


ORE performs and which are primrily the poroduclion of repcrts ae a 


service of comaon concern for the benefit of the exiating intelligence 


agencies, fo soiae extent ORE also coordinates the intelligence aoMvi- 


tles of the other government agoncles to the extent of planning. 


coordinating and editing their contribution to basic intelligence 


handbooks, 


Cartidn services of common concern which are primarily of infonna- 


tion-pTOduolng and reference character are performed by the Office of 


Collection and QLBsemination and the Office of Heporte a»l EeHmates, 


as pointed oirt above. Anpther common service of this kind is carried 
out by the Office of Operations which is charged with 




sncsAfoui 


iSf intelligenciy^ found in foreign documents and publications. Hoirevor, 
the principal aervlcea of common concern which have been 
allocated to CIA are of an operational nature. 


Fcxrelgn espionage and counter espionage 


areA(H>eoe«d]RiwiRele»S9d)Q0£ttlS/^ e£^^SSP8£BDf]£6daR(2@jEISda(]30^ 
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Finally, the principal function '*related to intelligence affecting 


the national security” so far allocated to CIA is performed by the 
Office of Policy Coordination, which conducts secret operations abroad. 
However, a- securityof vital Industrial 

operations abroad, is being coordinated by the Executive for Inspection 
and Security. 

The internal organization of CIA has not been set up witli a clear 


conception of CIA’s distinctive yet inter-related missions. This has 


Se a t e d a - cyi!'ToLlii ajuuun 
"to ^ 


r^iculaafly 


coordinating intelligence activities and of ccrcllailng-iifc 


0-<i "k- 

telligenoe -relating-to 



-<5l j2_ Jijta 

effe c t-ef-ebseuring 


CIA’b proper relationships with the other Governmeht agencies concerned 
with intelligence matters. 

There are also certain administrative policies and practices that 
make it difficult to derive the maximum effectiveness from the activities 
of CIA, The most serious of these difficulties is the position of pre- 
eminence which has gradually been acquired ly administrative officials 
and practices. Thus, administrative considerations are often given greater 

- 6 - ^ 
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weight than intelligence considerations, and the officials priajsrily 
responsible for intsUigenoe matters have little contact with each other 
or with the general determination of CIA plans and policies. There is 
no close collaboration between the Director and the heads of the various 
offices. Standing between them are not only the Deputy Director and the 
acecutive Director but also, to a large extent, the administrative staffs 
Tdiich have acquired a position that enables them not merely to serve the 
intelligence offices but to exert control over them. Administrative and 
ccsmnand ohanneis are rigidly adhered to, and there Is little close con- 
sultation on intelligence and policy matters between the various stratified 
levels. This situation does not appear to bo due to any inherent organi- 
zational weakness but to the policies purstad over a period of time ly 
the Director and his immediate subordinatejjt who, as a resv0.t, are^ moved 
from the actual intelligence operations on the success of which the strength 
and affectivemss of CIA dope Ms, 

This sitmtlon is reflected in the failure of the intelligence 
working-levels to receive adequate ^Idance jfrom the Director, with Ihe 

result that to a large extent they are forced to determine their own 
Approved For Release 2003/05/2^: CIA-RDP86B0(g^g[j!J^^050064-1 
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plana, policd.es and aotivities. Another oonsequenos is ttet the working- 
levels often receive inadequate support for their aotivltieB because of 
the failure of the top levels to understand their problems, Finallj, 
relationships with outside agencies are hindered because of various ad- 
ministrative and liaison practices i^ich, while not contrltuting to 
better seouritgr, impede the effectiveness of CIA’s work and the necessary 
cooperation with other agenoies. 

It has not been possible to judge in detail the efficiency of the 
internal administrative services of CIA, Although there is no reason to 
doubt that these activities have been efficiently performed, there Is 
little doubt that CIA is over-administered and that the role of administra- 
tive offioialB is out of proportionjbo their true in5)ortan^. It is 
probable, therefore, that critlcisra should be directed 
and management policies rather than against the of the administ»- 

tlve organizatloi^^^*”l^s is also borne out ly the fact that CIA’s dif- 
ficulties with respect to personnel and security are due largely to 
policy rather than siarictly administrative considerations. It is difficttlt 

— 8 — 
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to determine nhether liiere is justice in the charge, frequently heard, 
that there are too many administrative personnel in CIA, and that the 
oz^anization is top heavy in this respect. Although the numbers of 
adndnistrative personnel my be high as con?)ared to other agencies, it 
must be recognized that the operating problens of CIA are peculiar ones* 
Al«iouj^ this cannot be said irith certainty, the criticism of rambera may 
be more a oritLoism of administrative policies and procedures. 
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The bxidget figures for the fiscal years 1949*-50 are th® following* 


T 


The great care with which CIA <8 budget is handled so as to make the 

entire procedure a very secure one, even though CIA is a statutory agency, 

is not matched by a similar security consciousness in other matters. 

Although there is no evidence that there is any laxness in CIA’s administrative 

OAX— 

arrangements for security# there de ap p eor to ba a number of circuns tances 
and policies which detract from "Wie general security of the organissation. 

It la very difficult to create adequate security# other than normal 


phyeteal security# around an organisation like CIA which was created hy 


statute# 


and encOTjpaeses a wide variety 


of activitleB, The fact that acme of these activities are carried on 


is a matter of public record^ the existence of others is hi^Oy classified, 
let by combining in a etn^e, centralized structure a wide variety of 
activities# the security of the most sensitive of these m^ be compr<rniiaed 


by the Insecurity of the least sensitive. This slttiation is also aggra- 


vated by the fact that 


individuals publicly identic 


themselves with dA and that some of these are engaged in activities which 
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must be kept from public noticej^ although there is no satisfactoiy iray 
of accongjHshing this, 

There are further exai^les of the same difficulty. In the Washington 
area, CIA occupies 19 buildings, all of nihich can readily be idintified 
as (2A buildings. In various citiea tiiroughout the United States, the 


f 

^re^onal offices of the Office of Operations conduct their business under 


the public label, ^Central Intelligence Agency,* If Itn i ere posjlbie 



na nf GTA t B - - nnT>vo 4n .a -gi^nTyny W ^for 



alrtempt haa boon tnado te - ^U ’ rive 4it auc h 4~^!eatiltaL, Thus all personnel, 
regardless of the particular part of CIA in which they work, are known 
as CIA personnel and all buildings, regardless of the activity they house, 
are known as GlA biiildlngs. 

These deflciences are increased by the tendency within OIA toward 
administrative \mifonnity and centrallaation, Tliis seems highly unde- 
sirable in an intelligence organisation parfoming a variety of ftinctiops 
in which flexibility is important not only to ensure effective operations, 
but also as a security safe^piard. 


Approved For Release 2003/05/27 


: CIA^fe)P86B0026^ 


50064-1 



Approved For Release 2003/05/27 : CIA-RDP 86 BO 1 


0050064-1 


Security also suffers because of poor morale among persons within 


the organisation and those who have left it. An unfortunate tradition, 
of which CIA is but the heir, has developed according to which intelligenffl(|i 
is a subject of public discussion, at least in limited circles, an^poar 
morale and discordant views as to hotr intelligence should be organised 


contribute to fanning the flails of this discussion. ^Is is not to say 
tiiat there i^ seci’rli^^^th respect to 




sr ltCTs ^ lstonl|?Kre5ey-.. 


but that there is a general atmosphere of^security In intolllgsau u MnUcam 
which may endanger the security of particularly sensitive questions. 

Some of ttie factors nhich have contributed to this situation may be 
unavoidable, but they can be compensated in part ly proper administratlTe 
and operational policies, the cooperation of other agencies of the 
Qoverranent and rigid indoctrination. 

CIA also labors under a very difficult personnel problem. A caa» 
prehenslve intelligence organization such as CIA has extremely varied 
personnel requirements. It needs persons with highly specialized talente 

I 

who are not easily found or trained, as well as persons with broJid political 

and administrative badkground. The conditions of chan^ and uncertainty 
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■which have pra-valled in our Intel ligence organisation during the past 
few years have made the task even more difficultj because persons idio 
might otherwise be qualified and interested have been discouraged from 
entering tiie intelligence field* The predominance of ndlitary personnel 

j 

in so many key positions in CIA, and the - gPugrally^p^r ropyroatlTni enjoyed 
by CIA, have also contributed to an unsatisfactory personnel situation 
and to the difficulties of recruiting suitable people. 

Morale on the whole is poor, Tlie chief reasons appear to be dissatis- 
faction with the leadership, uncertainty as to the future of a career In 
Intelligence, and an awareness that CIA *8 standing in the Oovernment leaves 
ffiuoh to be desired. 

It is difficult to make any sweeping judgment as to the quail ficatio!^ 
and competence of CIA personnel. It is probably accurate to say that 
there are few outstanding persons but that^fcr the most part^ those at 
the "working levels" are loyal and conpetent. However, hl^y qualified 
individuals have not been readily attracted to the organisation and seme 
of the most qualified persons have left it, 

-14- 
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One strong contribating factor to -this situation is the relatively 

high proportion of military service personnel in key positions in Gli, 

At best, intelligence as a career is not favored in the armed services 
and ClA.'^s in many cases, accepted officers were eiidier without any 


intelligence experience whatsoever or were not desired by their c»m intel- 


ligence services# This is not to say that thera are not good intelligence 
officers in the Services , but that CIA has Httla likelihood of getting 
them and that these officers would be conscious of the fhet that their 
ovm careers would suffer from a long association with C^A, There are 
the further facts that Servic^ersonnel are nomKilly assigned for a brief 
tour of dutjj'- and that the turnover is exceptionally hl#i, preventing 
continuity, and that the presence of Service personnel In many key posilione 
is discouraging to congjetent civilian personnel who desire to make 
intelligence a career. 

In the subsequent chapters, dealing with the various activities of 
CIA, we will see how these activities have been affected by the adminlstrativo 
considerations mentioi^d in the present chapter. To some extent, the 
difficultdes with respect to personnel, security, administrative 
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poUoles and raetihoda^ and leadership affect the entire organisation* 
Difficiilties on ench a wide scale attributed at least in j»rt to in- 
adequacy of leadership. Hie position of CIA in relation to the other 
Departiaents and a,:^aicie3 of the Ooveminent la unsatisfactory and there 
is no substantial evidence of improveraent. The functions of C^A do not 
appear to be clearly defined and seem to result more frora the efforts 
of individual woricers interpreting their responslbllitlee rather than 

froa understanding, leadership and direction. In there Is little 

is 

prospect that CIAj, as it/preaently led, organized and operated, can win 
the confidence of the Government departments and agencies which It was 
created to serve and make an effective contribution to the coordination 
of national intelligence. 
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Coordination of Intelli;;ence Activities 


2 

Jackson 


National Security A ct of 1947 provides in Section 10 2 for th^ ^ 
e 3 tkblis\nent of a Central Intelligence Agency. Paragraph (d) of iihis 


secmon reads in part as foUc^st 


’'For the jjtirpoae of coordinating the intelligence acclivities of tpe 
seveifal departmer^ and agencies in the interest of national security : 

\ / I 

it s^ll be the duty ^ the Agency, under the dix^eotion of -Uie National 


Secuiuty Council 


«(1) to advise th^NationaySecurlty Council in maiters c<^n- 
c^rnlng such Intelligence adj^vitles of the Oovernment ddpartn®nts 


aid a^ncles as relate to national securityj 


^|d 


«(2) to make /fecOTsmendatlons ^ the National Security Council 


fcir the cocrdlmtion of such Intelli^enocsactlvitles of the depai 


mei 


^ts airi^genoies for the Government as rela^to the national v 




It seems clear from the declaration of policy underlying the Act and 

from the import of Section 102 establishing the Central Intelligence 

Agency that the coordination of tn tel li-Franee activities of the several 
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departments and a fancies was Intended to be the primary function of CIA,. 

^ Cli Is not granted unlimited au-ttiority to ooordlrate intelligence 
activities upon its cwrn initiative. It is given the duty to advise the 
National Security Council in matters concerning such intelligence actlvitiee 
and to nake reconimeaJatlone to the NSC for the coordination of intelligence 
activities relating to the national secuilty. Final authority- ti^coor- 
dinat4^^^telli;.ence activities is vested in the NSC. 

The statutory limitations upon the authority of the Central Intelligence 
Agency to coordinate Intelligence dirootl - voo upon its own directive without 
higher review are obviously designed to protect the autoncray and internal 
arrangements of the various departments and agencies perfcrming intelli- 
gence functions. The secretaries of departments, who are members of NSC 
are in a position to review recommendations of the CIA concerning their 
own departments and provision is made that Other departmental heads may 
be Invited to attend meetings of the NSC when matters peirtaining to their 
intelligence activities are under consideration. 


The National Security Act doss not define the ’’intelligence activities" 
which the CIA is to coordinate with the approval of the Security Council. 
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,/^esumablor all ifitellissnoe activltiea relating to the national eecurlty 

are included, fi-om collecting information or raw Intel ligenqe in the SEORET 
first Instance to the disBemination of finished intelligence reports as 
the final stage of intelligence activity. 

Th^^t prescribes for the Central Intelligence Agency functi^ and 

duties in a^ltion to the duly to make reoaamondationa with r^i^ct to 

\ / 

the coordinati^of intelligence activities. It is giv^ the duty to 

\ / ' 

correlate and evaluk|» intelligence relating to th^'natloMfl security 


\ 


(See Chapter— infra), H,le alBO given the djz^’ to perfona. ifor 


the 


/ 


benefit of existing Intellig^e agenoi^^ such additional services of 
ocmmn concern as the National Seis^ty Council detenniiiBB be more 


efficiently acconiplished centr; 




e Chapter— infra) 


l\ 


The National Securi^^Act thus in5)0ses\three major aw 3 diti^tlnct duties 

/ \ ! 

upon the CIAi (1) tW duty of recommendation t\the NSC, ln,‘ the, inteTOst 

y ^ ^ ' 

of proper coord^tion and greater efficiency, how i^ere i^ong the 
various de^eC^menta and agencies, intelligence activitieK|elating tb the 
natlo^ security should be performed, (2) The duty to prbd^t^ In CIA, 

i\ 

presumably through coordination and assembly of Intelligence opinion 

f ?■ 
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irltliln ’TSha^knowledgo of particular departnents and agenciof, national 
intelligence transcendlne in scope the intelligence mission of any 
department or agency, (3) 11»e porf oi^Bnce^ of services of com- on oon- 
C0£njshielf can be more efficiently accomplished centrally7'\. 

three basic duties of the CIA, althou^ distinct in themselves, 
are necessarily inter-related and the performance of one function may 
involve another. For exanple, in pefforming its putoary duty of coordi- 
nating Intelligence activities, CSIA may recommend to liie NSC the means 
to be employed in the assembly of material and opinion requisite for the 
performance ty CIA of its second duty, the production of national Intelli- 
geme estimates. As another example, CXA may recommend, in accordance 
ftLiii its primary duty of coordinatli^ Intelligence activities, that a 
particular intelligence ftuxjtlon be perfcrmed hexweforth ty tiie CIA 
itself under its third duty of providing services of common concern more 
efficiently accomplished centrally. 

Before considering in this chaptw the performance ty the CIA of 
its pilniary duty to coordina4jjgi|yj^ii||f8Ret^c^jt^8^pgfpi^0|ifflii^ry 


observaticsia are relevattb. 
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■toea distinct if inter-related duties, has had the consequence of 

confusing tte Directorate of CIA in arranging the internal organisation 


of the agency and. the performance of any of these duties* Intelligence 

A 

produced Independently hy the CIA as a service of common concern in per- 
formance of its third function has been confused with the coordlmtlon and 
assembly of mtional intelligence in pursuance of its second function. 
Coordination of intelligence opinion as a second function hag in turn 
led to eng>hasie upon CIA relationship with the intelligence staffs of 
State, Amy, Havy and Air Fcrce departnents to the neglect of fe prlmaiy 
duty to coordinate the intelligence activities of all federal agencies 
and ^fiTproper relationship^ bring them to bear^pon the fundarontal 
intelligence problenis of the government. Confusion in the internal 
orptniaatlon of CIA has been in part cause and in part effect of con- 
fusion in its directorate of its three basic functions. 


The Adm? nistratlfiAfMeohaniam for 
Coordination of Intelligence Activities by CIA 

Three organlaatlons assist the Director of CIA in discharging his 


re^onaibllitles in the coordimtion of intelligence activitleBi The 
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Intelligence Advisosy Comaittea (lAC)j the Interdepartmental CoordiriatlnE 
and Planning Staff (ICAPS) of CIAj and ttxe Office of Collection and 
Disseninatioi^^^lso in CIA, 

(a) The Intelligence Advisory Committee 

The ii0n4)ership of this conffiiittee includes the heads of the intelligence 
staffs of State, Arny, Navy and Air Force Departments, the head of the 
Joint Intelligence Group of the Joint Staff and the chief intelligence 
officer of -the Atomic Energy Conmiesion. Its predecessor, the Intelligence 
Advisoiy hoard occupied a position approximately coordiate idth the 
Director of the Central Intelligence Group, The National Security Act 
in establishing the Central Intelligence Agency to supersede the Central 
intelligence (h:oup made no mention of the Intelligence Advisory Board 


or 


of an Intelligence Advisory Committee, . Ti 


■g enoe Agency under th e Sflcurity_Cotmcil, 



the Intelli- 


gence Advisory Committee ima establiehed by liie first Intelligence 

I 

Directive approved by the N9C on the recommencJation of the Director of 
GIA, it was given power merely ”to advise the Director of Central Intelli- 
gence, Its coordinate stattus thus no longer existed. 
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The members of the Intelligence Advisory Committee, by directive of 


the NSC are authorized to pass upon recommendations of the Idreotor to 


NSC and upon measures proposed the Director in liiiplenertation of NSC 


directives. Although it Is Inctsnbent upon the Director to transmit to. 


NSC dissents of. members of the lAC to his recommendations, the lAC aay 


not p" event the Director from making his own recommendations to KSG 


re^rdless of dissents and he may accept tJ^ advice tendered him ty the 
lAG only as he sees fit. Qa, fha nwo t>nf>ag<nr>j when dissents 

igjLi^^ers of the lAC to a proposal by the Direct«r''TNSCID #9) were 


forwarded to the NSC, given in favor of the lAC view 

against t be^^pe eo i iimei^lioiis of Mie Dix - ecLor -^ -Gen^l^^Higence.* 
Whether because of its limited function of nerely advising the 
Director or because of the Director »a failure to make more active vee 


of this administrative machinery for achieving coordination of intelli- 


gence activities, the Intelligence Advisory Committee has in fact made but 
little contribution to the solution of problems affect!?^ "tiiQ Intelligence 
structiire as a whole. There have bsen on3y infrequent ^etings aid there 
is little evidence of thorou^^ discussion at these meetings,of such funda- 
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mental problCTia* In fact, the CosumittBe has met lesa than six timea 


since Its eatabllshment late in 1947 and’ does 


have any regular 


schedule of igtaire meeting^ although nBetlngs can be called by the 
Wreotor or upon the inittation of ai^y mantoor by application to the 
Director. So far, the actlvitiea of the lAC have been largely confined 


to passing formal jud^nt, usually only ty voting slips, upon recomnenda- 
tlona of the Director to the NSC or upon CIA implementing directives. 

Some of this work is ooMucted through the lAC Standing COTnlttee consist- 
ing of representatives' designated by each of "the members. 

On one occasion -bho lAG has made an in 5 >ortant contribution to the 
coordination of intelligence activities apai*t from its formal prooediire 
in granting concurrence to CIA recommenda^ons and directives. Hie 
CosBEidttee took the initiative in establishing an intardepartrontal ad 
hoc cemmittee to consider Soviet militaiy capabilities and intentions 
during 1948, The reports by this committee were of high quality. Ihe 
special importance of the incident for the purposes of tiiis chapter of 
this report lies in the feet that the lAC proved itself cajjable of 
action of importance, invS^^*^ intelligence coordlniitlon* It also 


SECiJti 
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demonstrated tha t Idie technique of producing national Intelligence by 
assembly of departmental contribution and interdepartmental discussion under 
GIA chairmanship is effective. 

(b) Interdepartmental Coordinating and Planning Staff (IGAPS) 

This is the chief staff agency within CIA for tlw coordlm td.on of 
intelligence activities in accordance with the duties and responsibllltieB 
of the Director. Its chairman is a representative of the Department of 
State of the grade of first secretary serving with dA, Its members 
Include representatives of the Intelligence organizations of tbs Stats, 

Navy, and Air Force Departments of the grade of captain, colonel, 
and coirparebls civil service rank. It is significant that no msmber of 
IGAPS had paior exporlenoe in Intelligsnce organization and only one mem- 
ber served at length with an inielllgsnce agency. The Joint Intellfeenc© 
Group and the Atcanlo Energy Gomraission, althoaxgh represented on the Intel- 
ligence Advlscry CoBnnittee, do not supply lumbers to IGAPS. An adiitioml 
member of IGAPS acts as the official liaison officer between the CIA and 


JIO. 


The assigned task of IGAPS is to review the intelligence actlvltdleB 


of the ^iqfV|Qatn{asdrfpr<«tltasE^Mad/0€bia7BjQldOIS^aSBfi 
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coordination &3r recoiunfflndatlon to NSC» In order to perform effactivel^j, 

IGAPS should have intimate knowledge of the organizatlona;! responsibilities ^ 
activities airJ priorities of the various intelligence agencies which its 
meiifcers represent and should give constant consideration to the intelligence 
relating to the national security available in other federal departments 
and agenoies* Actually, its achievements reflect inadequate knowledge of 
these subjects andfeilui'e to appreciate the breadth of the CIA»s responsi- 
bility fcr coordination. 


During the first year of CIA»- existence, ICAPS has been largely 


concerned with the coord: 


dxna tion f ac ti\ 


ifactivities 



nine intelligence 


directives of the NSC and four implementing directives of the Director 

of Central Intelligence, It has supervised the drafting of these papers, 

secured more or leas ccroplete acceptance of them by the intelligence- 

producing branches of CLA, and submitted them to the lAC Standing 

Comnittee and the lAC prior to their submission to the NSC or their publi- 

% 

cation as CIA directives* It was originally expected to act as a secre- 


tariat or working staff for I AC, but owing to the infrequent meetings of 

B.C this has never occurred. As a means of forcing lAC and its Standing 
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CcMsmittee to aaauiae more responsibility (and because of -Uie evidant de- 
fects of ICA.PS itoalf), it has often been suggested that ICA^ be 
©lindnated entirely. Such a step, however, would leave the Director 
without a unit within his own agency to carry out his coordination re- 
, sponsibilities, snd would not of itself cause lAC to becoine more effectiye. 

As a plarming and coordinating staff, ICAPS suf fers ^om conflicting 
organizational loyalties* It might be expected that the members of ICAE^ 
acting aa a staff in CIA, would owe their primary allegiarKje to its Direc- 
tor and would use their departmental experience and status aere!!^ as an 
appropriate background for the performance of their duties* The contraiy 
appears to be true. The membors of ICAPS tend to regard themselves 
primarily as representatives of their own departments assigned temporarily 
to CIA, and only secondarily as agents of CIA charged with ii5>leir»nting 
its responsibilities. Ifenoe they offer departmental points of view at 
discussions of matters affecting their CTrn agencies, regard themsel-ros 


as in some nraaaure obligated to protect the Interests of these agencies 




and to Inflect their policies rather than assume the pbligatlons of the 


Director of CIA, To some extent they substitute thomselves for the lAC, 
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with ar^ such rasponalbility. They look in two directions, toward CIA aM 
toward their departmental agenciesj but chiefly toward tte latter. 

They are, in addition, largely out of touch with the internal arrange- 
ments of CIA,. i»rttcularly in its intelligence-producing offices. Because 
of this aloofness, numerous cmplaints are heard in intelligence producing 


divisions of CIA that the uBinbers of IGAi^ keep almost entirely apKft, know 
little of their proble;as, and consult them only cursorily upon general 
problems of coordination. There are receptions to this generalization! 
but wa- tovn bffin iiaprertf^ d-b y the tf^d e ncy lW luAPS To rely upon its own 
jud^nt and to forego intensive study of the actlvitlea of CIA and their 
relation to those of the departmental agencies. The consequences are a 
minimum of interdepartmental coordination and only a hazy recognition 
or entire disregard 6f fundanantal and critical problems of irrtelli-rence 
organization. 

Hie member of IGAPS charged with responsibility for CIA liaison with 
JIG acts as a c annel of transaission for JIG papers upen the conclusions 
of which CIA oomaent is requested. This officer also keeps the DirsetOT 

of Central Intelligence personally^ informed of intelligence problems of 
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JIQ* His duties relate to the availability of inteT Hgence Information and 
the conclusions to be drawn from it. 'meee duties have not bean asaussd 
to Involve, like the duties of cbher mombers of ICAP, the fonaala-U.on of 
administrative plana for coordination of Intellijpnce activities. As a 
consequence, ti^particular liaispn officer has only Infrequent contacts 
with other members of XCAFS, and reports only rarely to its chainnan, thus 
eE^hasizing the distinction between his functions and those perfoiaod by 
the other members of the staff, 

A similar problem arises with respect to the cheinaan of ICAPS, As 


a part of his duties, 1:^ attends naethin^ of t e working staff of the 
National Security Council, and Is supposed to make available to the Council 
Intolligenoe resources of CIA, while keeping the intelUgonoe-producing 
divisions of CIA informed of the problems of the /©C staff. This relation- 
ship Involves the discussion of intelllgenoe requljnen®nts, tte furnishing 
by CIA of intelligence reports and the oral presentation of the conclusions 
which may be drawn -Uierefrom, The Chairman is not qualified by training 
or experience to participate in such discussions. This problem has been 

at least partially solved on the irftiatlve of the NSC, The Chalnuan of 
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has been prevailed upon to bring with him repreaentatlves of CIA quail- 
Usd knowledge of the applicable intelligence to take part in the dls cue— 
aion of particular situations or general policies » This has provided a 
taore efficient means of supplying the NSC staff with iiie be^t thinting in 
CIA, but designation of the CIA representative who will provide intelligence 
adigice ramains with the chairman of IGAPS. He ia at least potentially a 
buffer, idio by his mere presence can influence the flow of intelligence to 
one of the most significant of the intelligence eonsumers served ly CIA, 

In general, we have foual that ICAPS, staffed by individuals wh(^ 
experience with problems of Intelligence organisation is not extensive, 
has failed to undertake a broad said effective program of coordination of 
intelligence activities. It has lit-U.e contact with the intelligence pro- 
ducing units of CIA, and on Ihe contrary has tended to place itself between 
them and other agencies outside (HA with irtiich they should properly be in 
touch. It has even served to prevent working oontjfects between units 
within CIA, although as an administrative planning staff it should advo- 
cate and assist such contacts where they serve a useful purpose, Nosdiere 
has ICAPS recceimended or itself undertaken an extensive program of study 
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within CIA and the various agencies of the goverraasnt lOqking toward co» 
ordination of duplicating activities* It has not sought ^atematically to 
arrange for the tapping of the resources of intelligence agencies not 
represented on the Intelligence Advisory Committee except as some of these 
have been approached in conr»ction with the %tional Intelligence Survpur* 

In its pr^paratim of recominendations for the Birector to ths l^SC it has 
as an or^nlzatlon in a desultory manner, which has not given the im- 
pression within CIA or outside that its members or CIA Itself grasp the 
tremendous responsibility for coordination of intelligence activities which 
are liqposed upon CIA undOT the NSC by the National Security Act. 

We are, of course, aware that CIA (and CIO) has been in existence for 
less than three years, and that ICAFS itself has operated under its exist- 
ing charter for considwably less than this time. We are also aware that 
it is exceedingly difficult to obtain the assigrawnt of conpetent personnel 
acquainted with intelligence organization. The several dlrecl^srs of GIG 
and CIA have been burdened with a multitude of problems affecting a raw 
organization, which may explain the general lack of direction iridoh IGAI® 
has received from the heads of its own agency. Finally, it must be recog- 
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rdzed thi t ary p-oup having the responsibility of ICAPS inuat proceed sloi^y 
and tactfully, fe are convinced, however, that even within the 11ml ts 
isposed ty these circumstances, the present XGAPS has^^ced or in mary instanc 
even considered the intricate problems involved in the coordination of 
intelligence actlvitiea within the Govermant, 


(c) !5)e Office of GoUeotion and Dis s^alnation (0C]P[j)' 

This is the third of the organizations having an important role to 
play in the coordination of intelligence activities, Uke I8&FS, it is 
located in <3Aj but unlike ICAPS, its members have no poelttv© allegiance 


to any intelllgerwe organization outside CIA, 

It combine^ three functions, only two of which bear directly ipon 
its task of coordination. In the first place, it acts as a service cr^id.- 
zation for 1die operating offices of Glk in procuring intelligence materials 
from other agencies, maintaining a central file service in its Reference 
Center, and dlssemimting intelligence collected hy CIA In its field 
operations. These are essentially internal responsibilities, and although 
related to 0 CD*b coordinating tasks, are not a part of them. 


The secord furejtion, which does involve coordination, is the furnishing 
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as a whol«. One of these is the mlntenance of a central biographic file 
for scientific and technological personalities j another is a cen-teaUzed 
index, not yet complete, of all biographical information in the hands of 
the several departaaental Intelligence agencies as well as of CIA* These 
functiona Involve coordination to the extsnt that they make it nnnecessary 
for other a^ncies to undertake the same tasks^ or to make incjulrieB for 


the same Infontbtion of several agencies. 

The third and most inportant activity of OGD in the field of intelli- 
gence coordination is its responsibility fcr coordinating intelligence 
collection and disseitination elthin CIA and among the agamies of the 
government having national intelligence resources. In order to discharge 
this responsibility, it is to maintain "continual surveys and contacts® 


among •ttie federal agencies in order to learn what intelligence th^ have 

I 

available which can be shared with other Interested agencies, and what 
information need® they may have ^ich can properly be satiefted by other 

egenoiee. It if charged with being familiar with the oolleotion oapablU- 

tlee of all ageaolee ae well ae OU. and to recommend proeeduree and 


olee throu^out the ooUectlon and die, semination field, the aotlytti^e 

V 
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of OOP wore l&teoded not only to eerre the Intelligence needs of CIA and 

of the depsrtaental agenclee, hut edso to oos^rShend the idi.ole prohlea of 
intelligence eohlection and disseaination within the entire intelligence 
structure* and to initiate aeasuree and conduct surreys designed to adnlere 
and maintain its greatest effiolenoy* 

In fact* OCD has devoted aost of its energies to satiaffing the needs 
of the operating units of CZA for collection and disseaination. It coordi- 
nates the intelligence requirements issued to it froa other offices of CIA* 

hut it does not take and has not sought responsihility for co,ordina|iqn of 

\ •. ' 

the intelligence requirements of idl agencies throu^out the governa^t* 

i (. ^ 

fhus OCD will secure information for the Office of Reports And Bstiaates 
C'ORS) of CIA from* for e^^a^le* the Intelligence OiTlslon of the Aray; h^t 
it is not consulted and has no role in satisfying requirements of the In* 
telligence Division froa the Department of State. In the same way* it eon- 
duets no survsfs of the ii^oraation resources or the collection potentiali- 
ties of other agencies exo^t as these affect the present or anticipated 
requirements of CIA. It does not attempt to learn* for example* whether the 
sconoaie Inforaatlon collected throu^out the several agencies is sufficisnt 
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to satisfy the recogalzed need of the Offloe of BaTal latelllfeace for la- 
fornatlon on world shipbuilding capacities. Such a request «ay be addressed 


to 


OOP by OHI, in which case ODD will determine the intelligence resources of 


GIA in satisfying OHI’s request j but it will not undertake to consider this 
re«iulroment in the li^t of the overall availability of information throu^out 
the entire government^ Any such action must be taken by OKI* without further 
assistance from OCD except that %diich may be specifically asked. 


In line with its function of surveying intelligence resources, it may 
be a proper function of ODD to recommend to XCAFS that steps be taken by the 
Director to secure authority for the Inepeotion of intelligence in federal 
agencies, such as ths Sreasury. lOAPS may take the Initiative in such a pro- 
ject itself, but in either case the inspection may well be conducted by ODD, 

So far as we have been able to determine, OOD has not yet made any stich pro- 
to 

posal of inspection to lOAPS or/the Director, and has not conducted any sur- 
veys on its own part which go b^ond the normal activities of Inter-depart- 
mental liaison. 

It may be observed in general that the respoaelbllities assigned to 
OCD in regard to the coordination of oolleetloa dissemination are 
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Appropriate* They hare been interpreted narrowly, however* in terms of the 

need# of the producing offices of CIA. rather than of intelligence production 
throughout the government. It ie evident that OCB has overlooked iB^ortsuit 
areas idiere it should sponsor formal measures of coordination in the form 
of recommendations by the Director to the HSG-Departmental inspections is a 
case in point. The failure of OCD in performance of its coordinating func- 
tion is also apparent in connection with the absense of implementing direc- 
tives designed to strengthen the position of CIA in preventing d^licatlon 
under existing directives such as SSC Intelligence Directive # 2 , As with 
ICAPS* we are aware of the difficulties besetting ooordination of intelligence 
activities by OCD. It is tnu»* nevertheless that in OCD as in other branches* 
CIA has emphasized its own role as producer of intelligence reports and esti- 
mates at the expense of its responsibility to coordinate. 


Coordination of intelligence activities as achieved the Director* 


the Intelligence Advisory Committee* the Interdepartmental Coordinating and 

M ^ 

Flaxming Staff and the Office of Collection and Dissemination through official 


action is represented by nine HSO intelligence directives and four C^lA d,lrectlves. 



i 
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aotiritlee in various ways. Four of them, SSC 5,6,7 and 8, assign certain 
* services of common, concern" to CIA under the authority granted in the national 
Security Act {102 d 4). fhese are coordinativ© la the seas© that they desig- 
nate more or less precisely the roles to he played hy CIA and the depart- 
mental agencies respectively in conducting certain intelligence operations* 
fhue HSC #5 provides that CIA alone will conduct covert espionage and ootmter- 
espioaage operations abroad except for certain agreed activities by other 
departments and agencies, including the use of casual agents on covert opera- 
tions* It also provides that CIA will coordinate covert and overt collection 
activities among the several agencies and OIA* HSC #6 siailarlytigtvee CIA 
authority to conduct all monitoring of foreign press and propaganda broad- 
casta, and directs CIA to disseminate the information thus received to in- 
terested departmental agencies. KSC # 7 defines the duties of CIA in exploiting 
domestic sources of foreign intelligence, and provides for the participation 



of departmentpl agencies in this activity. The directive is comprehensive and 
detailed, both as to CIA's funotione and those of the departmental and other 
agencies* A fourth "service of common concern'* is provided in HSC # 8, in 
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whliGh CIA l8 aeei£ned respon3ll>ilit7 for the oentral file of Mographleal 
data on forei^ soieatlfio aad technological personalities which was aeationed 
as a function of OOB. Here a^in the participation of depart&ental end other 
agencies is specified. 

Qenerally speaking* this eeries of HSG Intelligence BireetiTes allocates 
reapohsihilitiee to CIA in fields ^ich ha^e been conceded to he those of 
comson concern idiere work can best he done centrally hy GIA. The direotlres 
hare not aroused particular controyersy once the principle h^ind them wss 
accepted* and their terms hare heen generally approved. 

The most ii^ortant HSG Intelligence Bireotives ere Hoe. 1,2*3»4* and 9* 
which represent QIA's approach to the hasio problem of intelligence coordina- 
tion hy allocation of reiponsihllity* They constitute an effort to sort out 
departmental and GlA responsihillties. 

HSG Intelligence Bireotive #1 estahliehes the hasie mechanism for such 
coordination. It sets op the lAG "to advise" the Birector* specifies* the 
procedtires for the issuance of SSO Intelligence Directives and those of the 
Director of CIA; and defines the duty of CIA with respect to the production of 


% iUiT 
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•*nalloaail intelligence." It provides for exchange of Inforaation between 

CIA and the departmental agencies, anthorizes the aseigiment of officers 
to CIA by the departmental organ! aat I one. It inclndes provision for CIA to 
requeet authority to inspect intelligence material in agencies of the govern- 
ment, and provides that in producing national intelligence, the CIA "shall not 
di^lieate the intelligence activities and research of the various Departments 
and agencies, but shall make use of existing intelligenoe facilities." 

K3C Intelligence Directive 92 determines the allocation of intelligenoe 
Collection responsibility abraad among the State, ArnQr, Kavy and Air Force 
departments. It establishes rather vague fields of primary interest ("certain 
broad categories of agency re^oneibillty") so far as political, cultural and 
eoolological, and military, naval and air intelligence are eoneemed. But it 
merely allocates economic, scientific and technological intelligence collection 
to eadi agency "in accordance with its respeotlve needs," It provides for 
coordination of normal collection activities in the field bf the senior "05 
representative within the spirit of the directive. 

laSC Intelligence Directive ^ is an elaborate definition of the forms 
of intelligence production, l.e., basic, current and staff intelligence} and 
of kinds A)fp|i(A;^tU;^^«i%es^>2003/lQ?BTtl^?^tFi^Fl9$B%^£g9ff!e009Bl06lll^^^iSelIig«noe. 
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Ifi definlag these term® the directive epeolflee the roles to ho played hy the 
departmental agencies ohd CIA respectively In Intelligence production . 

The direct Igo does not estahlloh the latlonal Intelligence Survey pro- . 


gram except to define broadly the general terms under vdxlch baelo intelligence 


etudies of this kind shoxild be produced by cooperative Inter-departaental 
activity. There has since been no CIA implementing directive on this subject* 
although the program is now well etarte^on the basis of certain 1 ^99 arrange- 
ments. 


With respect to Staff Intelligence, the directive recognises that “the 
staff intelligence of each of the departments must be broader than any allo- 
cation of collection responelblllty'|''aad specifies that "as part pf the co- 
ordination program, the Director of Central Intelligence will seek the assis- 
tance of the lAC intelligence agencies In minimising the necessity for any 
agency to develop intelligence in fitlde outside Its dominant interest." By 
indirection, this provision points up the vagueness of the original alloca- 
tions of dominant Interest, made in HSC Intelligence Directive fS. CIA hat 
sought no positive lAC aeeistance Which would reduce duplication in collec- 
tion under NSC Intelligence Directive and would coordinate the production 
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of departmental iatelllcenoe. 

JL further prorision of HSC Intelligence BireotiTo ^ commlte CIA to a 
program of p!^anning and developing the produotionc^of national intelligenoe in 
order to obtain departmental intelligenoe for this use within the capabilities 
of the departmental agencies to produce it* In an is^lementing directive 
(BOID #3/1) a standard operating procedure for the production and coordination 
of national intelligenoe is establlehed which is designed to regularize the 
relations of OIA and the departmental agencies in this field. Another imple- 
menting directive (DOID # 3 / 2 ) specifies procedures to be followed in coordi- 
nating intelligence reports b7 CIA with the intelligence branches of the 
State, Army* Savy and Air Force departments. Selther lii^lementing directive 
has been la force long enough for its effectivenese to be proved. 

Neither the ISC directive nor the CU implementing dlrectlises attempt, to 
establleh any control over the production of "national intelligence" by CIA; 
The term is defined ae “integrated departmental intelligence that dovers broad 
aspects of national policy and national security, le of ooi^ern to more than 
one Department or Agency, and transcends the exdluslve coipetence of a single 
department or aginsy. • • •“ It is left to CIA to decide what is x^tional 


Approved For Release 2003/05/27 :^CIA-RDP86B00269R00050005^6^1 





Approved For Release 2003/05/27 : CIA-RDP86B00269R000500050064-1 


SfCRET 


intelligence la specif lo oases » as well as to produce it on the hasis of thle 


deoisloa. 

SSC Intelligence DlrectlTS #4 proTldes that the CIA. shall take the lead 
In preparing a eoaprehenslve outline of national intelllgenoe oh^eetlTos* and 
from tine to tine shall indicate the priorities attaching to the Itens so 
listed* The directive has heea iu^lemented hy DOIB #4, which gives a rather 
general list of ohjefitives and provides that approved priority listings riiall 

he disseminated hy CIA from time to time* 

fhe most recent BSC Intelligence Directive is #9, which estahlishe# the 


U.S. Oomnunications Intelllgenoe Board (USCIB)* specifies its working mechan- 


ism, and makes it the authoritative agency for the coordination of communica- 
tioas intelligence activities of the Oovernment. It places members from CIA, 
State, Army, Ifevy and Air Force on the Board, and provides that their unamimoue 
decision is neceseary for approval of particular isatters. The directive is 
partly slgalfloant hecause of its history* In Its earliest form it provided 
for an independent, departmental hoard to control oommunioatione intelligeaeg^ 
which was not to he under the BSC end was not to Include CIA as a mem6"^r. Sow- 
OTer, CIA proposed to the BSC that the Director of Central Intelligence toe 

, ( V, 

Approved For Release 2003/05/27 : CIA-RDP86B00269R0005000 mfSB \ 



Approved For Release 2003/05/27 : CIA-RDP86B00269R000500050064- 




full control of ceamunlcatlonB Intelligence aotlvitioe and direct and oootil- 
nate them himself with the adTioe of the departmental agencies involved. Ihe 
military agencies of lAG took exception to this proposal, and their dissents 
were upheld hy the HSC ae reported earlier. In the final directive CIA was 
Included among the members of the Board, but was not given authority to diredt 
or coordinate activities in this field. 

Hals,! Following this diaouBslon of the Directives there should be a 
dlsou«i4|n. of the actual praotlde of coordination, and its successes 
and failures la various fields, each as scientific intelligence, intel- 
ligence collection, counter intelligence, intelligence production. 
Conclusions 

1. CIA has neglectedlte primary responsibility of promoting the co- 
ordination of the Intelligence activities of the Governmeat. Rjtat coordi- 
nation which has been achieved consists mainly of the assignment to CIA of 

< 

certain common service functions! «ere allooatlon by directive of respon- 
sibilities for the collection and production of intelligence has not been 
effective. 
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3* In general t each department and agency continues to conduct its 
operations as it chooses without the benefit of coordlnatioa by OIA, fhere 
is no attempt at systematic coordination in some of the major fields of in- 


telligence actiTity. 


3. An agency euch as the Intelligence Advisory Committee is sound and 
should also have responsibilities for the coordination of intelligence opinion 
is a point vdiich will be considered later. It is essential that the Director 
of CIA and the other members of the Intelligence Advisory Committee take more 


responsibility in ensuring that it becomes an active agency for advieing 


on 


the continuous coordination of Intelligence aotlvitles. 


4, Kie lAC Standing Committee should be eliminated, as it detracts from 
the authority of the lAC and prevents the proper functioning of ICAPS. 

6. lOAPS Bhoxild be reconstituted so that it is more clearly a staff 
agency responelble fo the Director of CIA although it should remain in close 
touch with the service departments said State. ®ae members of this staff 
should be responsible oiay for developing plans for the coordination of in- 
telligence activities and should not have any liaison duties relating to cur- 
rent operations. 
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6« The Office of CollBOtiom and ClsBesiinatlon ^onld he hroken np and 
lie vanioue reeponsihilities re-all coated. The dieBemination of CIA Intelli- 
genee should he done hj the offices producing it and not h^ a eeparate offiect 
ae diecuseed In later chapters. Beference and related serrices should he 
performed by a reconstituted Office of Beports and Sstimates, as discussed 
later. The limited responsihilitles of OOD for coordinating the oolleetion 
requirements of the rarious government agencies should he carried out as a 
subordinate activity under the reconstituted ICAFS. 
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